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ABSTRACT
This study is focused principally on the implementation of TQM in the Libyan
industrial sector. The population studied covers only 65 Libyan manufacturing
companies. The selected companies are from those listed in the Information Centre for
Industrial and Trade Documentation (ICITD). A combination of both primary and
secondary data was used in examining the relationship between TQM and OP. ISO 9000
certification and company-size were also considered as contextual factors (controlling
variables). Data collected was analysed used frequency and means (descriptive
statistics) and t-test, correlation and step wise regression analysis (inferential statistics).
Through comprehensive survey responses, the 56 of the possible 65 companies (87%)
participated. Those were classified into two categories: high and low level TQM
implementation. The results showed that the correlations among the six investigated
TQM elements were positive and significant. This study has investigated whether the
level of TQM implementation is influenced by contextual factors including company
size and ISO 9000 certification. It was found that TQM elements are not different across
ISO-certified and non-ISO certified companies. The findings revealed that there is no
significant difference between S&M sized companies (on each of the TQM elements)
and those of large companies.

The results from the correlation analysis show that none of the six TQM elements was
significantly correlated with all OP indicators, except for Supplier Quality Management;
each TQM element was significantly correlated with at least one of the 9 OP indicators
employed in this study. There was no significant correlation between Supplier Quality
Management and any of the OP indicators. The results also showed that Process
Management emerged as the most important TQM element, followed by Top
Management Commitment, and then People Management and Customer Focus. In this
study, there was a considerable amount of variance in OP not explained by the six
investigating TQM elements. It should be noted that the values of (R square) clearly
vary throughout the results. This study has also investigated whether the relationship
between TQM implementation and OP is influenced by the contextual factor ‘ISO 9000
certification’. The findings showed that TQM influence on OP is only superior for those
Libyan manufacturing companies with ISO 9000 in Export growth only.
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Chapter 1: Introduction
1.1 Background
In 2003, as a result of international pressure and as a condition for the lifting of UN
sanctions Libya agreed to adopt economic reforms and to work towards changing its
socialist-oriented economy to a more market- oriented one. To this end, Libya has
applied for World Trade Organization (WTO) membership, reduced local subsidies, and
has implemented a privatisation strategy (CIA World Factbook, 2010). This has been
brought about through the Government’s support to the Libyan industrial sector by
encouraging local owned industries and adopting Law No 5 (1997) which outlines the
encouragement of foreign capital investment with accompanying tax exemptions. A
Privatisation & Investment Board (PIB); the Organization of Transit Trade and Free
Zones (OTTFZ); the National Libyan Quality Program; the National Centre for
Standardization and Metrology (LNCSM); and the Libyan Quality Award (LQA)*(1)
have all been established as support for local industries.

The Libyan industrial sector is viewed as the engine of growth in the process of
economic and social development and, as such, needs to play a critical role as the major
supplier in the local market. This should result in boosting exports and contribute to the
Libyan economy (CIID, 2001). The problem for Libya however is how to compete
successfully in a world market in order to survive in business. The Libyan industrial
sector needs to follow the example of successful organizations world-wide and embrace
Quality Management (QM), but at the same time make allowances for Libyan traditions
and Islamic beliefs. Libyan manufacturing companies need to strengthen their
performance by improving organizational performance (OP) and providing quality
products which operate under a competitive free market system. The adoption of a well
recognized paradigm for improving OP and product quality is imperative. It is time for a
suitable QM approach for Libyan industrial sector to be adopted in order to compete
successfully.

*(1): (see chapter 3, section 3.7-9)
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Total Quality Management (TQM) has become the universally accepted practical
process for improving competitiveness, and Libya can draw on the success of many
Japanese and Western companies which have built their competitiveness based on its
principles (Powell, 1995b; Samson and Terziovski, 1999a; Yeung, Cheng et al., 2006).

To improve competitiveness, organizations looking for a higher level of effectiveness
across all functions and processes have chosen TQM as the strategy most used for
staying in business (Aldakhilallah and Parente, 2002; Baidoun, 2003). If implemented
well, TQM can assist an organization to improve and, in the process, better serve its
society and its own members (Yong, Wilkinson et al.,2001). Despite the different
natures of the manufacturing and the service industries, both face similar problems in
recognizing the full benefits of TQM (Huq and Stolen, 1998). The various benefits from
using TQM have been widely discussed and reported in several business areas: financial
benefits, internal and external customer satisfaction, company-specific benefits (Arawati
and Mokhtar, 2000b; Hafeez, Malak et al., 2006; Kumar, Choisne et al., 2009). TQM
has proved to be efficient and effective management in all areas of an organization, in
respect to its processes, products, employees, and for the satisfaction of relevant
customers and shareholders (Osuagwu, 2002). This positive approach to obtaining
quality outcomes for both management and products seems the ideal roadmap for
Libyan companies or organizations to follow. The rational for pursuing TQM as an
effective competitive strategy stems firstly from the fact that it is widely acknowledged
by many researchers, secondly TQM values are in line with the Islamic cultural and
ethics, and ultimately it is already implemented across many manufacturing companies
in Libya (Hokoma, Khan et al., 2008).

It is true that QM research and implementation in developed countries is more advanced
than in developing countries, but since there is almost a complete lack of information
about the stage of TQM implementation in regions such as South America, the Middle
East, and Africa (Sila and Ebrahimpour, 2002 -b), it is difficult to evaluate the
differences and therefore, more survey research evidence is required to see how
countries in different regions of the world compare with each other in terms of their
understanding and implementation of TQM principles. Until recently, very few studies
have included the use of the TQM philosophy in the Libyan context, except for the
2

research by (Najeh and Kara-Zaitri, 2007b; Hokoma, Khan et al., 2008) and some in
other developing countries in general e.g.(Al-khalifa and Aspinwall, 2000; Arawati and
Mokhtar, 2000b; Zhang, Waszink et al., 2000; Al-Zamany, Hoddell et al., 2002; Curry
and Kadasah, 2002b; Salaheldin, 2003). There is pressure on organizations to improve
in Libya and these effects need to be investigated urgently (Al-khalifa and Aspinwall,
2000).

In the Arabic world, companies, to date, are mostly interested in Quality Assurance
Systems (QAS/s); therefore, the adoption of TQM has been minimal. However,
manufacturing companies in Libya have begun implementing the process of TQM and
therefore have a stake in its success (Hokoma, Khan et al., 2008). Although many
highly competitive and world class organisations have implemented TQM strategies, as
a means of continually seeking better performance, many studies have revealed
inconsistent and contradictory outcomes concerning the relationship between TQM and
performance (Samson and Terziovski, 1999a; Abas and Yaacob, 2006; Yeung, Cheng et
al., 2006). It is possible to measure performance and the effectiveness of a specific
quality improvement initiative by means of comprehensive indicators which should
provide a holistic assessment of the strength, continuity, and sustainability of Total
Quality (Idris and Zairi, 2006a). It is imperative that TQM approaches continue to be
developed, refined, and expanded, even in companies that have already accomplished
significant success, otherwise the competitive advantage that TQM promises will not be
achieved and many companies will be left struggling against competitive decline
without an unified or rational start for revitalisation (Samson and Terziovski, 1999a).

This study examines the implementation of TQM and its impact on Organisational
Performance (OP) in Libya. In particular, it examines to what degree Libyan companies
have adopted the following six accepted TQM elements: Top Management
Commitment (TMC); Customer Focus (CUSF); Supplier Quality Management (SUPM);
People Management (PEM); Continuous Improvement (CONT_IMP) and Process
Management (PRO_M). It also examines the effect of implementing these elements on
both accepted Financial and Operational Performance measurements, FPM(s) &
OPM(s). Because TQM is a very helpful strategy in improving competitiveness, it has
been adopted throughout the world and since Libya is now part of the global
3

marketplace, it is imperative that this management strategy should also be adopted for
gaining both domestic and overseas customers. Currently, the adopting of TQM within
organisations in Africa, including Libya, seems to be ineffective and industries have
typically been late adopters of quality initiatives such as TQM. However, there is no
doubt that it is essential for developing countries to learn to use the management
development strategies in evidence in developed countries, in order to support and
improve the quality of their products and services and therefore be competitive in the
international market.
1.2 Problem Defined
Libya is a late adopter of Quality Management Systems (QMS/s), and there is, to date,
no study that examines the adoption of TQM and its impact on OP in Libya. The
comparison of TQM implementation between different countries may assist to explain
any differences that exist between Libya and other countries.

Libya differs from the rest of the North African countries by its location, wealth, and
small population. Despite the lack of information about the current status of TQM
implementation, it is widely believed that many Libyan companies have begun focusing
on its implementation and producing quality products to support their competitive
position and to fulfil the needs of both domestic and international consumers (Hokoma,
Khan et al., 2008). All of these products necessitate a strong quality focus, and this
cannot be accomplished without adopting an effective strategy and measuring its impact
on OP. Therefore, an examination of TQM implementation in the Libyan context is very
important. The need for TQM implementation is being driven in Libya by the
competition between local and International companies.

This research proposes a framework to investigate the current status of TQM
implementation and measure its impact on OP, thus making TQM initiatives more
efficient and active in Libyan industries. Libya applied for membership of WTO by
turning itself into a Free Trade country to encourage international investments and
adopting TQM with the belief that this would modernise the manufacturing industries
(e.g. The Mineral Industry; The food industry; The Textile and furniture industry; The
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Cement & Building Materials Industry; The electronics and Engineering and the
chemical industry, etc).
1.3 The Importance of the Study
The importance of quality and OP has increased as a means of competitive advantage in
the world markets, and since the industrial sector is considered to be one of the major
contributors to the Libyan economy, this analytical study will determine the degree to
which industrial companies in Libya adopt TQM constructs and identifies the
relationship between TQM and Business performance in these companies. To achieve
these objectives, this study will:
• First: investigate which of the following acknowledged TQM elements are
implemented in the Libyan manufacturing companies:
• Top Management Commitment;
• Customer Focus;
• Supplier Quality Management;
• People Management;
• Continuous Improvement;
• Process Management
• Second: measure Overall Business Performance in these companies, which includes
both Financial and Nonfinancial Measurements
• Third: study the relationship between TQM and Business performance measurements
in these companies.
• Fourth: examine the effects of contextual factors on TQM constructs and OP.

1.4 The Research Objectives
1. Provide a brief theoretical framework for OP measurement and effective and
efficient implementation of TQM
2. Investigate to what extent TQM has been implemented within the manufacturing
companies in Libya;
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3. Classify these companies into two categories: low-level and high-level TQM
implementation.
4. Measure the impact of TQM implementation on overall company’s
performance;
5. Investigate the impact of company size & ISO 9000 certification on TQM
implementation.
6. Investigate the impact of ISO 9000 certification on OP.
1.5 Research Questions
The purpose of this research is to explore the extent to which managers in a specific
national context are aware of TQM approaches: The research questions and subquestions intended to be answered are:
Q1-To what extent the manufacturing companies in Libya adopt TQM principles?
Q1.1-To what extent does the Leadership and Top management Commitment in these
companies supports the quality programs?
Q1.2- To what extent do these companies focus on Customer Relationship?
Q1.3- To what extent do these companies focus on Supplier Quality Management?
Q1.4- To what extent do these companies focus on People Management?
Q1.5- To what extent do these companies encourage and promote continuous
Improvement?
Q1.6- To what extent do these companies focus on Process Management?
Q2-Which of the six TQM elements are significantly associated with the Organisational
Performance (OP) across Libyan manufacturing companies?

1.6 Contribution of the Study
This study will contribute to TQM literature by attempting to satisfy the need for an
analytical study that examines recognised elements of TQM and then linking them
to OP using appropriate statistical methods. This research applies this as a means of
recognising the relationship between elements of TQM and OP in manufacturing
companies in Libya. The research will also add to the literature by developing a
TQM framework illustrating the relationship between all recognised elements of
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TQM and OP. The study will also contribute to the knowledge of the effectiveness
of TQM by comparing OP of high and low TQM companies over a period of two
years (2006-2008). This study will also contribute to the literature by examining the
impact of the Quality System certification – ISO 9000 on the implementation of
TQM. This will crystallise the importance of Quality System certification – ISO
9000 and its possibility as a good or bad starting point for achieving TQM. Another
significant contribution of the study is the methods and techniques used to determine
the degree of application of TQM principles and then examining the link between
TQM and Business Performance.

The results of the study will be very useful for Libyan companies in implementing
TQM practices and improving their Business Performance as well as assisting the
Libyan government in encouraging organisations to adopt TQM principles. This
will, in turn, increase and support the performance of the Libyan economy. As this
is the first Libyan study, it should prove helpful as a base for future studies
concerning Quality research in that country. Also, while not able to be generalised
to other countries, these implications might be useful for governments with similar
developing economies.
1.7 Motivation for the Study
The motivations considered for this research are:
1. This type of research is new in Libya; TQM is a worthwhile issue to pursue so
that the quality of products and services in Libyan manufacturing sector can be
improved in the future.
2.

TQM has been widely studied in developed countries but few studies have ever
paid attention to TQM implementation and its effect on Business Performance in
developing countries, such as Libya.

3. In Libya, the government sector strongly supports studies that may lead to better
economic outcomes for Libyans through the improvement of the quality of its
manufactured products.
4. Although scant, the literature shows that there is a lack of QM studies in
developing countries in general, and in Arabic countries in particular. This study
may be a basis for future studies on QM in these areas.
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1.8 Scope of Study
Although the research was primarily focused on TQM implementation and its impact on
OP in Libyan manufacturing companies, the findings may be valuable for other
researchers to carry out an identical research in other manufacturing companies in other
Developing Countries. Its scope can be outlined as follows:-

1- Libyan manufacturing companies are defined as Small (less than 100
employees), Medium (between 100 to 500 employees), and Large-sized
companies (more than 500 employees). The focus is on the Libyan industrial
sector which is comprised of six industry groups; (1) Food, (2) Mineral, (3)
Electronics & Engineering, (4) Chemical, (5) Textile & Furniture, and (6)
Cement & Building Materials. A survey questionnaire was distributed to these
companies operating in the six sub-industries.
2- The response to this study is fifty six Libyan manufacturing companies.
3- The primary focus of this study is on the actual current status of TQM
implementation, and included all companies implementing formal TQM
programs and those companies simply adopting TQM practices. This
accommodated those selected companies that had not implemented TQM
completely. It is also recognised that the lack of a formal program does not
necessarily mean TQM principles are not being practiced (Prajogo and Brown,
2004).
4- The six TQM elements, in this study, employed for improving OP and as a
roadmap to implement TQM, were generated from an extensive literature
review, and supported by many authors as critical success factors for TQM
implementation (see chapter 4 section 4.2.1)
5- The survey questionnaire used in this study is comprised of three main sections:
the first section addresses the demographic information of companies in Libya.
The second evaluates the extent of TQM practices, and the third evaluates the
company’s performance.
6- The extent of TQM implementation was evaluated using the following six
accepted TQM elements: (1) Top management commitment, (2) Customer
focus, (3) Supplier quality management, (4) People management, (5) Process
management, and (6) Continuous improvement.
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7- The OP was operationalized using Financial & Operational Performance
Measures, FPM(s) & OPM(s). they include Customer satisfaction; Employee
morale; Defects as a percentage of production volume; Sales growth; Profit
improvement; Export growth; Production performance improvement; Overall
business performance comparing with an excellent competitor in the same
industry.
8- The data analysis was carried out using SPSS for Windows and Microsoft Excel.

Libyan manufacturing companies have been selected as the case study for this research
and motivated for the following reasons:
•

The target manufacturing companies represent the principle pillars of the Libyan
industrial sector; they are well known among most sectors of the Libyan
economy;

•

They represent more than 86 percent of the manufacturing companies in the
country and employ the majority of the workforce in the Libyan Ministry of
Industry and Minerals (LMI&M) (ICIDC, 2007) and

•

The participating companies either provide products directly to the market or
indirectly as suppliers to other companies.

•

The target manufacturing companies are either totally state-owned companies or
in the transitional stage of becoming a join venture company with a private
sector.

1.9 Organisation of the Thesis
Chapter 1 illustrates the background and importance of the present study, the main
problems, and research objectives and questions. It also outlines the motivation for the
study, its expected contribution, and the scope. Chapter 2 provides the related literature
concerning previous research of the proposed topics which includes a theoretical
framework related to quality, TQM, ISO 9000 and TQM, critical success factors of TQM,
measurements of OP.

It also presents a summary and evaluation of the previous studies

on TQM and those linked with OP. Chapter 3 illustrates HRM practices in Libya and
their effect on TQM implementation. It also provides an overview about the Libyan
Industrial Sector, current problems being faced by the sector, TQM status in the country,
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and Libyan Quality Award (LQA). Chapter 4 discusses the theoretical justification of the
proposed model and development of hypotheses. Chapter 5 details research methodology,
including population of the study, variables and how to evaluate them, questionnaire
development, methods of data collection, and methods of data analysis. Chapter 6
presents an analysis of data collected through the questionnaire. It includes companies’
classification in Libya based on the level of TQM implementation, low and high-level of
TQM implementation. It also includes statistical analysis of the relationship between
TQM and OP, and hypotheses testing and discussion of results. Chapter 7 presents the
conclusions of the study, its limitations, and recommendations for future research.
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Chapter 2: Literature Review
2.1 Introduction
In order to access the suitability of the various concepts of QM for the Libyan context,
this chapter will provide a brief conceptual framework of Quality, TQM philosophy in
terms of its definitions, development of TQM and its practices, critical success factors,
obstacles and benefits, and its relationship with ISO 9000. The chapter further provides
information about several Quality Awards, and empirical studies based on both Quality
models and other frameworks established in both developing and undeveloped
countries. The final section of this chapter focuses on reviewing performance
measurements associated with TQM implementation. In conclusion, the chapter
summarises and evaluates the previous studies on TQM particularly on the effects of
TQM on OP world wide, in the Middle East, and North Africa. Recommendations are
made on the most suitable framework to use in Libyan industrial organisations.
2.2 Quality- an explanation
Revisiting the literature review on definitions of Quality, it is obvious that there is no
general agreement about which quality philosophy Libyan organizations should follow.
Therefore, the perspectives of all of the following: Crosby, Deming, Feigenbaum,
Ishikawa, Juran, Shewhart, and Taguchi are examined because they are well known for
their contribution as well as their role in advancing Quality in the 20th century. Their
definitions of quality fit into two general classifications:
1- A simple matter of manufacturing products or delivering services whose
measurable characteristics meet a fixed set of specifications that are usually
numerically defined.
2- Implies that quality products and services are simply those that satisfy customer
expectations for their use or consumption.
The definition in classification 1 urges that Quality means to produce a product (or to
provide a service) according to the predefined specifications and classification two
urges to satisfy the customer.
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The essence of Phil Crosby’s definition of Quality is strictly a classification in which the
quality of a product or service is equivalent to being sure all measurable or to be more
accurate, all measureable-characteristics of the product or service satisfy the
characteristics’ specification criteria. The main essential points of his definition are
(Crosby, 1979).
•

It is essential to define quality as conformance to requirements if we are to
manage it (Crosby, 1979).

•

The customer deserves to receive exactly what we have promoted to produce
(Crosby, 1979). Means, we must know somehow the requirements, and translate
them (whenever possible) into measurable product or service characteristics.

•

With requirements stated in terms of numerical specifications, we can measure
the characteristics of a product (diameter of a hole) or service (customer service
response time) to see if it is of high quality (zero defects). Zero defects are the
attitude of defect prevention. It means (do the job right the first time) (Crosby,
1979).

It is not at all clear from Crosby’s definition whether there are many different levels of
Quality or merely two levels-acceptable and unacceptable. Is it the case, for example,
that all product or service units that conform to the requirements are of equal quality?
Crosby does not address this issue, but one gets the impression that his answer to this
question is (yes).
Deming’s perspective of Quality is clearly consistent with the second level of
classification. Deming’s essential arguments are (Deming, 1988):
•

Quality must be defined in terms of customer satisfaction.

•

Quality is multidimensional. It is virtually impossible to define the quality of a
product or service in terms of a single characteristic or agent.

•

There are definitely different degrees of quality. Because quality is essentially
equated with customer satisfaction. As quality is essentially equated with
customer satisfaction, the quality of a product will highly depend on degree of
satisfying customer’s needs and expectations.
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Feigenbaum’s definition of quality is obviously a level two definition. The main
essential points of his definition are (Feigenbaum, 1983):
•

Quality must be defined in terms of customer satisfaction.

•

Quality is multidimensional. It must be defined comprehensively.

•

Because customers have changing needs and expectations, quality is dynamic.

He means that, as the quality assessment is up to the customer, we need to be close to
our customer to measure their satisfaction and to have the ability to translate the
customer’s satisfaction into product characteristics. This becomes essential. He
emphasizes the role of marketing and production for the first evaluation of the level of
Quality customers want and how much they are willing to pay for it. The second
reduces this marketing evaluation to the customers’ exact specifications. However,
determining how much customers are willing to pay to obtain an approximation of their
ideal product (or service) and then translating that information into specifications for a
variety of product (or service) characteristics can be the real challenge for every TQM
expert. In addition, Feigenbaum’s notion seems fairly weak on the filling of translating
customer expectations into product or service characteristics. Yet, the basic components
and issues of a modern quality focused organization are well outlined in his book Total
Quality Control (TQC).
Ishikawa’s definition of quality makes it clear that the proof of high quality is the
satisfaction of ever changing consumer expectations (Ishikawa, 1985). The essential
points of his definition are:
•

Quality is equivalent to consumer satisfaction;

•

Quality must be defined comprehensively. It is not enough to say the product is
of high quality; we must pay attention to the quality of every part of the
organization’s role; the customer’s needs in achieving this ideal and note that
this will be always changing. Hence, the definition of quality is ever changing;

•

The price of a product or service is also important when evaluating its quality.
Ishikawa believes that no matter how high the quality, if the product is
overpriced, it cannot gain the customer’s satisfaction. Therefore, quality can not
be defined without considering price.
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Juran defined quality as fitness for use. The first part of the definition itself (Use) is
apparently linked to customers’ needs, and the second part (fitness) suggests
conformance to measurable product characteristics. This definition however implies an
understanding of the relationship between customer satisfaction and the conformance of
product characteristics to product specifications (Juran and Gryna, 1988). In addition,
Juran’s definition of Quality obviously includes two levels; level one (linking product
characteristics and buyer’s needs) and level two (linking quality with the absence of
nonconformity) (Juran and Gryna, 1988).
Ishikawa’s definition of quality is a level two definition. He is very insightful and has a
great deal to say about the principles of quality control and is clearly interested in
Quality Assurance (QA) at the in-plant, practical level. He does not, however, have
much to say about how manufacturing procedures can be designed to assure the
satisfaction of customer needs and expectations.
Taguchi defined Quality as the avoidance of financial loss of a product to society after
being shipped (Taguchi and Wu, 1979). The losses to society with respect to the product
quality fall into two main groups: the first losses incurred as a result of destructive
effects to society e.g. pollution and the second losses incurred because of excessive
variations in functional performances. This indicates that the cost of quality should be
measured as a function of product performance variation and the losses measured
system- wide. The main essential points of his definition are:
•

The measurement of the quality of a manufactured product, is the total loss
generated by that product to the society;

•

To control the quality of a product, the focus is on “achieving the targeted value
and minimizing the variability around the target value”, instead of “achieving
conformance to the specification”.

Taguchi’s objective is to focus on minimizing loss to society in order to maximize
quality. Process and product design can be improved through the identification of
controllable factors and their settings, which minimize the variation of a product around
a target response.
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Garvin (1984; 1987) provides a well-known framework for thinking about product quality
that is based on eight dimensions: performance, features, reliability, conformance,
durability, serviceability, aesthetics, and perceived quality. Garvin does argue that these
eight dimensions can be used to explain variations among the five traditional approaches
to defining quality. Therefore, all definitions of quality are classified into five approaches
to quality, as the following points show:
1. Transcendental approach – quality simply cannot be precisely defined. Quality
may be recognized only through experience;
2. Approach directed to the product – quality is linked to precisely defined product
properties;
3. The approach focused on user’s (or buyer) satisfaction;
4. Manufacturing approach – quality is linked to the fulfillment of specifications;
5. Value approach – quality is linked to the relationship between the realized value
and costs.
Garvin particularly favored the product-based approach focusing on performance,
features and durability; the user-based approach focusing on aesthetics and perceived
quality; and the manufacturing-based approach focusing on conformance and
reliability” (Garvin, 1984). From the above it is conclude that the range of definitions of
quality shows clearly that there is no one agreed upon definition. What is clear is that
quality is multi-dimensional value and its dimensions vary from organization to
organization. Garvin (1984) has noted that these multiple definitions of quality are
needed, not only to capture the complexity of the quality construct, but in order for
firms to address quality issues that change as products move through various stages,
from design, through production and to the market (Garvin, 1984). Contrary to quality,
the definitions of QM are much smaller in number, but they are therefore much more
general. The following section will investigate the concept of TQM.
The term “quality” means in the Arabic language “Al Jowda”; the term is originated
from the “Jood” which means provide or serve comprehensively in an excellence
performance. Another synonym to “Al Jowda” is “Itqan” which means to carry out a
task in a perfect manner. The concept of Quality, therefore, is not new to Islamic
teachings. It is stressed in many versus in the Holy Quran and the Hadith e.g. Allah said
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“The artistry of God, who disposes of all things in perfect order”. In Al Hadith “Verily
when one performs a deed, Allah loves those who perform the deed diligently (itqan)”.
Islamic philosophy of quality is reliant on combining work and faith in all matters of
life e.g. “Indeed those who believed and did good deeds - we do not waste the reward of
those whose deeds are good” (Kahf 18:30). Therefore, Islamic principles and values
related to quality can be summarized as follows:
•

Loving the work as a part of faith and perform it in perfect manner;

•

The performance of any duty must be to the best of ones’ ability; the
performance of any task is motivated through self-monitoring (79:40 & 41)*(1)
and also by accountability (59:18-20)*(2). This needs to be performed in an
open work environment that encourages “Al Showra” open discussion by means
of Team work and corporation with others (3:103)*(3). Such belief urges to
minimize loss to society, which includes both internal and external customers. It
also drives out any harm either to the person himself or to others.

Quality should be defined comprehensively. It is not sufficient to meet numerically a
fixed set of specifications; the focus must be on every aspect of an organisation towards
the satisfaction of both internal and external customers and to minimize the societies’
dissatisfaction. It can be concluded that the introduction of TQM, as practiced in other
cultures should not be a barrier to its introduction in Libya on religious grounds and
makes TQM the program most likely to gain acceptance in Libyan organisations (see
chapter 3 for further details).
2.3 TQM definitions and the development of TQM
Over time, Quality, in manufacturing terms, has developed from Inspection to TQM.
Indeed, it is generally thought, that the Egyptians were the first to use Inspection as a
test of Quality when building the pyramids. In the Second World War, when aircraft
technology became more complex, the inspection technique was impractical due to its
cost in both staff and equipment (Kanji, 2002). Inspection developed into quality control
in which Quality Manuals, document control, self inspection, product testing in addition

*(1); (2)* & (3)*: these are verses form the holy Quran.
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to the use of statistics, became the control systems used to assure product quality; The
subsequent stage was to move from the focus on product quality through QC, to Quality
Assurance or QM where the focus on the quality of the system, which encompasses
audits, process control, cost of poor quality and non-production operations are used
(Kanji, 2002). As mentioned above, the understanding of Quality developed into TQM
where Quality is managed through principles and practices within all sections of the
operational units of the organization. Just as there are many definitions of Quality, there
are many definitions of TQM. The next section will provide the various TQM concepts
as defined by well-known quality gurus: all of these should be examined for their
appropriateness in the present Libyan context.

(Juran, 1974 ) defined TQM as ‘fitness for use’, which came to be viewed as a key to all
encompassing means of business success in the 1990s when compared with other
established performance indices, such as price and delivery. Juran introduced the
concept of the Quality trilogy: quality planning, quality control and quality
improvement. He shared the views of Deming that, in order to execute continuous
improvement, work-based training should be implemented on a frequent basis*(1).
Quality management is the approach that concerns the prevention of problems occurring
by creating the attitudes and controls that make such prevention operational (Crosby,
1979). Crosby emphasised the phrase ‘Do it right the first time’ and the notion of ‘zero
defects’, indicating that a prevention-based system is crucial to achieve this. He also
used the phrase ‘quality is free’, arguing that efforts to achieve quality would pay back
more than the cost involved in terms of savings in waste, reworking, inspection and
returns. As with Deming and Juran, Crosby also stressed the role of management in
quality improvement efforts and the use of statistical process control in measuring and
monitoring quality.

(Shingo, 1986) further developed ‘zero defects’ into ‘zero quality control’ concepts,
emphasising a range of quality tools to remove defects at the time of the source
processes. TQM is ‘an approach for improving the competitiveness, effectiveness and
flexibility of an organisation’.

*(1): see chapter 3, section 3.4.6
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Essentially it is a way of planning, organizing and , organising and understanding
activities and individuals at each level (Oakland, 1989).

(Ishikawa, 1990) argued that QM is characterised by the strategic goals that are
focussed towards the customer’s preferences, likes, tastes, and applications. Ishikawa is
known for developing various statistical tools for quality problem-solving and he
emphasised the idea of the ‘internal customer’, that is, the next person in the process.
Furthermore, Ishikawa also advocated the idea of Quality Circles (QC/s), which is a
small team of employee experts who deal with quality problems. (Taguchi, 1999)
stressed that companies should focus their quality efforts on product design stages, and
called this ‘robust design’, because it is much cheaper and easier to make changes
during the design process rather than during the production phase. Kanji and Yui (1997)
developed a benchmarking tool for quality and argued that it is necessary for top
managers to develop a ‘quality culture’ within an organisation by taking an active
leadership role and involving all employees (Kanji and Yui, 1997).
Zairi (1998) provided a comprehensive tool for organisations to undergo a two-stage
external and internal benchmarking exercise, and stressed the role of leadership for
implementing continuous improvement (Zairi, 1998). TQM philosophy is the effective
initiative that produces a wide range of benefits, which include improved internal
communication, better problem-solving, greater employee commitment and motivation,
stronger relationships with suppliers, understanding of customers’ needs, improved
customer satisfaction, fewer errors and reduced waste (Powell, 1995a). However, TQM
is mostly implemented in the manufacturing/operations function with little progress in
other functional areas(Sohal and Terziovski, 2000).

More recently, (Kanji, 2002)

defined TQM as a philosophy applied throughout the world in all types of organizations.
He defined TQM particularly as a management philosophy that fosters an organizational
culture, committed to customer satisfaction through continuous improvement. Since
TQM is so fundamental to business, it is applicable to all organizations. However, the
definitions of TQM vary slightly from country to country and from culture to culture.
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The Libyan quality Award (LQA) which has been recently established by the Libyan
government stresses the core values and principles to be considered in the
implementation of TQM and ultimately win the reward. The present study aims to help
the Libyan government to empirically investigate the important criteria stressed through
the objectives of the Libyan quality Award (LQA)*(1). Accordingly, this study defines
TQM as a management system that requires top management commitment to focus on
customer satisfaction as the ultimate goal by improving the organisation’s process
management. This involves all its employees and supplier/s using CONT_IMP as its
basis*(2). The proposed elements of TQM are strongly grounded in literature (see Table
4.1, pg.80) and also considered as critical and important success factors of the TQM in
the Libyan context.

In summary, the essence of quality is do it right the first time, and satisfy costumers’
requirements all the time, through the involvement of everyone in the organisation.
TQM is therefore a philosophy of management that aims to make the best use of all
available resources and opportunities through continuous improvement. It requires
sufficient time to reach the maturity of QMS and it is dynamic. Since the 1970s, TQM
has been deemed essential for improving efficiency and competitiveness and a key
business improvement strategy.
2.4 Quality Assurance systems (QAS/s) and TQM
Since the early introduction of ISO 9000, there has been a series of disagreements and
doubts over its role and significance in improving product and service quality, achieving
internal and external customer satisfaction and improving performance (Vouzas, 2007);
(Douglas, Coleman et al., 2003). Douglas et al. (2003) reports that ISO 9000 is a multimillion-pound industry with many people and organization depended on it for their
employment, including quality consultants, lead auditors, internal auditors, supplier
auditors and quality representatives or managers, software designers/suppliers as well as
the training companies and certification bodies and their employees. However, some
authors, among them (Kartha, 2002), argue that the main purpose of the new version
(ISO 9000:2000) is to assist organizations in identifying mistakes, make their operations
efficient, and give them the ability to guarantee a consistent level of quality.
*(1): (see section 3.9.2 page 71); *(2): (see section 4.2.1 page 80)
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Vouzas and Gotazamani (2005) state that a careful analysis of the ISO 9000:1994
standards’ requirements compared with the fundamentals of TQM as well as the
requirements of the two most representative business excellence awards, the European
Quality award and the Malcolm Baldridge Quality National Award reveal several main
deficiencies (Vouzas and Gotazamani, 2005). They argue that the old versions of
International Organization for Standardization (ISO), (ISO9000:1994), lacked some
important aspects such as: strategic quality planning, commitment by top management,
focus on costumer satisfaction, and systematic training in Quality. Furthermore, many
authors [(Douglas, Coleman et al., 2003);(Vouzas and Gotazamani, 2005);(Kufidu and
Vouzas, 1998);(Seddon, 1997);(Stevenson and Barnes, 2001);(Buttle, 1996);(Curkovic
and Pagell, 1999)] strongly criticise the series of ISO 9000:1994 claiming that it is a
paper-driven process; lacking the human resource content, context, too general, and not
related to TQM key principles. They also add that it is costly and relies on external
auditors. There is also a relatively high level of disappointment in ISO 9000
certification concerning issues such as the interpretation of standards, and the assessor’s
knowledge of a specific industry (Brown, van der Wiele et al., 1998).

However, a revised version of ISO 9000 (9000:2000) was launched at the end of 2000.
According to (Beckford, 2002), the new version of ISO 9000 is ‘an attempt to
harmonise all standards and remove the manufacturing bias’. ISO 9000:2000, the new
version, is directed towards performance rather than conformance (Najmi and Kehoe,
2000). Coleman and Douglas (2003) argued that organisations that seek to achieve the
new ISO 9000:2000 should demonstrate that they have quality processes as well as
procedures in place. However, these organizations, in most cases, are sceptical about
what happens after ISO 9000 certification (Coleman and Douglas, 2003). In another
study which investigates the relationship between the old and the new ISO, (Casadesús
and Karapetrovic, 2005) found that the outcomes reveal the evaluations of the new ISO
9001:2000 are, in general, positive.

In addition, Vouzas and Gotazamani (2005) add that there is no negative impact but
mention that the perceived benefits are less than the old standard. They also comment
that the level of achieved benefits of ISO 9001/2/3:1994 decrease with time; this was
evidenced by two empirical studies conducted in 1998 and 2002. Overall, the perceived
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usefulness of ISO 9001:2000 in the future, particularly in terms of short term benefits
remains questionable (Vouzas and Gotazamani, 2005). Some researchers further argue
that organisations, certified by ISO 9000, may have gone part of the way to TQM
(Martínez-Lorente and Martínez-Costa, 2004). However, the above authors state that it
is only the first stage of the way, not its end, because there is considerable amount of
TQM requirements that ISO 9000 does not satisfy. Investigations into ISO 9000 is still
continuing worldwide, and by its perceived benefits, in additional to its integration to
quality initiatives, it is hoped to clarify the picture and provide a foundation for further
improvement of the standard (Laszo, 2000);(McAdam and Jackson, 2002);(Najmi and
Kehoe, 2000).

However, many authors consider that the new revised serries of standards (ISO
9000:2000) is a major improvement on the previous version in regard to its conceptual
simplification, its process-based version, and its recognition of the importance of the
customer satisfaction as an essential necessity for validating the effectiveness of a
quality system (Conti, 1999). The basic principles on which the new serries of standards
(ISO 9000:2000) are based are much more TQM- oriented. Despite disadvantages
associated with ISO 9000 implementation, the benefits cannot be ignored. Chittenden
and Mukhtar & Poutziopuris (1996) concluded that some of the achieved benefits were
sustained business which otherwise would have been lost, fewer customer complaints,
penetration into new markets, increased sales turnover, and reduction of waste and/or
scrap (Chittenden, Mukhtar et al., 1996).

McTeer & Dale (1996) also found some predictable benefits for small businesses
implementing ISO 9000 such as providing the opportunity for making a detailed
evaluation of a company’s procedures, assisting to define the tasks of company
employees, and gaining a greater understanding of how their company is performing. In
addition, the process of registration provided the employees much quality training and
resulted in them becoming better trained as well as committed and responsible; it had
also provided a better organisational structure and an improved understanding of the
strengths and weaknesses of their organization. A small business without any
recognized quality system in place can really benefit when suitable procedures are
developed as defined and recommend in the standard. This leads some way in achieving
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a small part of the total system involved in TQM (McTeer and Dale, 1996). ISO 9000 is
absolutely compatible with the TQM (Chapman and Al-Khawaldeh, 2002). However,
researchers found different outcomes in respect to the influence of ISO 9000
certification on company’s performance. Some researchers for example found that
holding ISO 9000 certification does not have any significant relationship with the
improvement of business results nor other quality practices (Lau, Zhao et al., 2004).
Others found that companies with ISO 9000 certification perform better in the reduction
of poor products and customer complaints, profitability, and productivity. However, it
has little influence on market position and competitiveness, and no influence on
employee satisfaction and environmental protection. Therefore, TQM and ISO 9000
standards must be completely and systematically implemented and integrated (Sun,
2000).

There is a lack of information, to date, about the employment of QAS/s either the old or
new version of ISO 9000 certification in Libyan industrial companies. They need to
demonstrate that they have quality processes as well as procedures in place. For those
companies who obtained ISO 9000 certification, they need to not be sceptical about
what happens after ISO 9000 certification or whether having ISO 9000 certification will
help in implementing TQM and improving OP. The current study will investigate the
adoption of ISO 9000 across the Libyan industrial companies and revisit the ongoing
debate on the perceived usefulness of ISO 9000 certification, particularly in terms of its
influence on TQM implementation and OP*(1).

*(1): (see. Research Objectives 5&6)
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2.5 TQM / Business Excellence (BE)
Revisiting the literature review, it appears that the terms Business or Organizational
Excellence (BE) has been become frequently utilized in Quality and management
literature. The pursuit of BE as a means of managing for competitive advantage has
received the greater recognition and has resulted in the establishment of the European
Foundation for Quality Management (EFQM) in 1988 (Hakes, 1997). The EFQM,
afterwards, developed its BE model and deployed it as a framework for the award of the
European Quality Award (EQA) as well as other associated National Quality Awards.
This model was widely based on the concept of TQM as a holistic philosophy based on
other previous TQM models, such as the Malcolm Baldrige National Quality Award
(MBNQA). Subsequently in 1999, the EFQM revised the model and besides other
things, made a noticeable change in language from TQM to BE; the term “quality” does
not appear in either the sub-criteria or the areas to address on the revised model. In
addition, the EQA is now known as the EFQM excellence award (Nabitz, Quagila et al.,
1999).
Dale (2000) reported that TQM, as an approach, has faded from use for many
practitioners/ managers, have “found it wanting in terms of living up to its initial
promise and their expectations”. Dale also adds that drawbacks that may be the result of
“replacement language” including conflict and difficulties that may be confronted by
newcomers to the Quality movement, and the uncertainty that the changes would cause
at the change over period. It takes a considerable time to get organisations and the
public to completely believe in the importance of quality (Dale, 2000). Peters (2000)
further noted that Quality was seen as old-fashioned and superseded, to a certain degree,
by the concept of ‘Excellence’(Peters, 2000).
The question to be answered is: are the Excellence Model and TQM principles different
or complementary to each other? in attempting to answer this question, Adebanjo
(2001) argues that although the EFQM Excellence Model is widely built on TQM
principles and mostly ignores the specific use of QM tools and techniques, the aim
towards the successful achievement of BE may ironically require organizations to turn
increasingly to the use of practical tools and techniques that will deliver results. It is
inconceivable that these tools and techniques will not include, to a large extent, historic
23

Quality Methods. Hence, BE and Quality can and need to complement each other if
organizations are to achieve the operational and business success they want and which
is necessary for survival in today’s market (Adebanjo., 2001). (Dale, Zairi et al., 2000)
discuss and attempt to clarify the driving force beyond the replacement of Quality and
TQM by the term “Excellence” in the EFQM excellence model but their emphasis on
“point scoring” detracts from the fundamentals of QM. The same study concluded that
the exchange and replacement of terms in response to perceive the image of TQM as
tarnished, does not lead to stability and understanding of quality-related business issues.
Overall, it was almost as though the words “Quality” and “TQM” had been struck out
and replaced by “Excellence” and “Business Excellence”, with no particular rationale.
Furthermore, in the EFQM model, the words “Business Excellence” (and most recently
“Excellence”) have been in regular use for some time but it was only in the 1999
guidelines that a definition was put forward and the principles outlined. There is no
rigorous definition of “Excellence” or how it differs from “Business Excellence”. This
suggests it is just a play on words (Dale, Zairi et al., 2000). Kanji (2002) argued that BE
was developed from TQM and built on the same values. it has the same or similar
meaning as TQM (Kanji, 2002).
More recently, (Sharma and Talwar., 2007) attempted to provide some definitions that
explain various meanings of the term ‘Excellence’ and provide the main core concept of
Business Excellence as follows; the term ‘Excellence’ was defined as perfection. In
addition, by looking at the dictionary meaning, Excellence means ‘quality of highest
order’. As explained earlier, the term ‘Quality’ has been given different meanings and
has also been variously described by Crosby (1979); Taguchi and Wu (1979);
Feigenbaum(1983); Ishikawa(1985); Deming(1988), Garvin (1984,1987), and Juran
(1988). Although the previous views given by well-known experts are totally different
considerations to focus on, a deeper focus into their definitions shows that these
originate from the same set of beliefs and values; they are such as sincerity in dealing
with stakeholders, data transparency, top management commitment, dedicated efforts to
continuous improvement, etc (Sharma and Talwar., 2007).
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In summary, despite the noticeable change in language from TQM to BE, the latter is
widely built on TQM principles and mostly ignores the specific use of QM tools and
techniques. In order for the Libyan industrial companies to seek Excellence, they will
be required to turn progressively more to the use of initiatives, tools and techniques that
will deliver results (Adebanjo., 2001). As it was stated above, drawbacks which may be
the consequence of “replacement language” include conflict and difficulties that may be
confronted by newcomers, such as Libyan companies, to the quality movement, and the
uncertainty that changes may cause because it will take a considerable time to get
organisations and the public to totally believe in the importance of quality (Dale, 2000).
Quality must be comprehensively defined in terms of customer satisfaction. If Quality
was seen as old-fashioned and superseded, to a certain degree, by the concept of
‘Excellence’(Peters, 2000) in developed countries, some developing countries e.g.
Libya, these companies still need time to move towards an excellent outcome.
Customers have changing needs and expectations as quality is dynamic and in order to
maintain customer satisfaction, excellence is seen as the goal. To understand the many
different models of excellence which are implemented worldwide; there is a need to
establish a TQM framework that would guide Libyan industrial companies to
understand and implement TQM principles which in turn will guide them towards BE.
The following section will concentrate on some recognised Quality Awards as possible
means to pursuit TQM and recognise BE.
2.6 Quality Awards and BE Models
A number of National Quality Awards (NQAs) in additional to Business Excellence
Models (BEMs) were developed in several countries. The NQAs aim at promoting
quality awareness, recognizing the requirements for quality excellence, and share
information on thriving strategies and their benefits (Puay, Tan et al., 1998b). Major
recognized business excellence models are:- the MBNQA established in USA, the EQA,
and Deming Prize of Japan (DP). These models are recognized as universal references
for achieving business excellence and are the foundation of most (NQAs)/ BEMs
(McDonald, Zairi et al., 2002); (Hughes and Halsall, 2002); (Zairi and Youssef, 1995);
(Puay, Tan et al., 1998a); (Miguel, 2001). Organisations often employ BEMs for regular
reviews of their quality improvement status. The definitive goal of BEMs is to assist
organisations to continuously improve their quality performance rather than to obtain a
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quality award (Kanji, 2002). As proof of the evolvement of international quality, (Kozo
and Yoshizawa, 2005) assert that EQA is being used in 26 countries. The following
provides a brief notion about these quality awards.
The MBNQA aims to promote quality awareness, to recognise quality and business
achievements of U.S. organisations and to publicise these organisations’ successful
performance strategies. Its criteria represent a comprehensive framework of seven
categories that are utilised to evaluate an organisation’s performance. These categories
cover: leadership; strategic planning; customer and market focus; information and
analysis; human resource focus, process management, and business results. The
Malcom Baldrige National Quality Awards are given in manufacturing, service, small
business, education, health care, and non-profit organisations (NIST, 2010).
The EQA was developed by the European Foundation for Quality Management
(EFQM) and aims to develop a comprehensive and contemporary body of quality
principles and best practices, and recognise top quality performance of people and
performance. EQA is similar to MBNQA. Not like the other awards, the EQA is a
regional award. The EQA model is a set of ‘enabler criteria’ and ‘results criteria’. The
enabler criteria include leadership; people management, policy & strategy, and
resources processes. The results criteria include people satisfaction; customer
satisfaction, impact on society, and business results (Stading and Vokurka, 2003).
The Deming Prize (DP) is administered by the Union of Japanese Scientists and
Engineers and given to private and public organisations for the successful
implementation of quality control activities. In contrast to the above quality awards, DP
does not provide a model framework for organising and prioritising criteria. Instead, the
DP evaluation uses ten equally weighted checkpoints to assess a company’s quality
performance, these include: ‘policies’; ‘organisation’; ‘information’; ‘standardisation’;
‘human resources’; ‘quality assurance’; ‘maintenance’; ‘improvement’, ‘effects’, and
‘future plans’. Although there is no model associated with DP, its ten weighted
checkpoints categories emphasize values stressed in the other above award models
(Stading and Vokurka, 2003).
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In an attempt to compare six models of BEMs including the Kanji Business Excellence
Model (KBEM), Deming Prize, EFQM Excellence Model, Ericson Business Excellence
Model (EBEM), MBNQA, and Balanced Scored Card (BSC), Kanji (2002) concluded
that they all originate from TQM and therefore cover the principles and concepts well.
The same study added that since BSC is flexible and resulted-oriented, some of the
TQM principles are not included. Many companies are putting their faith in quality
awards models and using them as guidance, due to the lack of a universally accepted
TQM model. As a result, a need to carry out more research for the increase of credibility
of these models, as effective approaches in achieving performance excellence, is
essential (Ismail and Ebrahimpour, 2002). Another study also analysed some quality
awards including MBNQA, EQA, the Japanese DP, the Canadian Quality Award, and
the Australia Quality Award (AQA) due to their significant contributions to the world’s
production of goods and services (74% in 1998). Accordingly, it was found that
“results” are important in an implementation and that award criteria reflect this
importance. In particular, customer satisfaction and business results/or organisational
performance are important to achieve competitive advantage (Stading and Vokurka,
2003).

Despite the role of NQAs to provide a company with a solid foundation and for the
assessment of its performance and for the gain of its competitiveness, the winning of
awards is not a universal remedy for all problems. It remains to be seen who would
achieve competitive advantages. It remains a function of individual organizational
infrastructure as well as its excellence efforts. Through participation in the award
process,

organizations

report

that

customer

orientation,

process

orientation,

improvement orientation are all improved (Tan, Wong et al., 2003). Process and content
must be connected and that basically copying the process from an award model is not
sufficient. Infrastructural factors converge with leadership, but this is one factor that is
particular to each individual company (Stading and Vokurka, 2003). Table 1.1 below
shows a comparative statement of MBNQA, and EQA, and Deming Prize. In general,
the Quality Awards/ BEMs aim to promote quality awareness, and recognise the
requirements for quality excellence. Although they focus on values of TQM such as
leadership, customer focus, people, process management, and continuous improvement,
they differ in their focus in terms of the framework criteria in which owing to different
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socio-cultural attributes, practices of QM, and practices of workplace at parent countries
(Tan, Wong et al., 2003).

Many countries put their faith in quality awards models and use them as guidance
because of the lack of a universally accepted TQM model. The Libyan government has
recently recognized the need for quality award and established the Libyan Quality
Award (LQA). It aims to support the National Libyan Quality Program and motivates
Libyan organisations to demonstrate sustained continuous improvement. It is presented
to enterprises in different sectors of the economy*(1). The present study will contribute
to the credibility of the LQA by investigating the extent of the TQM principles included
in the LQA and to measure their impacts on OP.

*(1): see section 3.9.1 & 3.9.2 pg.70-71
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Table 1.1: Comparative statement of MBNQA, and EQA, and Deming Prize.
Source: adopted from (Sharma and Talwar., 2007)
Main points

**Year of evolution
Objective

**Responsible
organization.
** International
influence award.
**Criteria and relative
score.

MBNQA

EQA

Deming Prize (DP)

1987

1991

1951

Promoted by US
Department of Commerce
for Strengthening US
Competitiveness:
*To improve organizational
performance practices,
capabilities, and results
*To facilitate
communication and
sharing of best practices
information among US
organizations of all types
*To serve as a working tool
for
understanding and managing
performance and for guiding
organizational planning and
opportunities for learning

EQA was developed to
enhance global
competitive position of
Western Europe by
accelerating acceptance of
quality as a strategy For
global competitive
advantage. It supported
the evolution of European
Common Market and
emergence of a new
European management
Identity. It represents the
radically broader
guidelines for addressing
issues like a community’s
perception of the
company and employees’
satisfaction as measures
of quality performance.

DP was established to
honor the work of Dr
Deming in development
of QC in Japan. DP
ensures that good results
are achieved through
successful implementation
of company-wide quality
control, in pursuit of
continuous improvement,
and extension of quality
management To suppliers
of the firm. Most of its
criteria are focused to
implement a set of
principles and techniques,
such as process analysis,
statistical methods and
quality circles (QCs).

NIST

EFQM

JUSE

North and South America,
Asia, Oceania and EQA
1. Leadership 120.
2. Strategic planning 85.
3.Customer and Market
Focus 85.
4. Measurement, analysis
and knowledge management
90.
5. HR focus 85.
6. Process management 85.
7. Results 450.

Europe, Central Asia,
Middle East
and Africa
1. Leadership 100.
2. Policy and strategy 80.
3. People 90.
4. Partnership and
resources 90.
5. Processes 140.
6. Customer results 200.
7. People results 90.
8. Society results 60.
9. Key performance
results 150.

MBNQA reference at
enactment, Asia
A. Basic categories 100.
1. Management policies
and their
deployment 20.
2. New product
development, work
process innovation 20.
4. Maintenance and
improvement 20.
5. Management system
10.
6. Information analysis
and utilization of IT 15.
7. HR development 15.
B. Unique activities 100.
C. Role of top
management 100.
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2.7 The obstacles to TQM practices
When implementing a TQM program, many companies face unique problems resulting
from their own specific external and internal environments (Ljungstrom and Klefsjo,
2002). Identifying the obstacles that hinder TQM implementation can be used to assist
in guiding managers in performing self-audits of their current implementation of TQM
program and to develop effective strategic policies and related action programmes
planned to overcome the barriers (Jun, Cai et al., 2004). Dale et al. (2000) found that
the lack of success of TQM is not as a result of the concept but rather the way it had
been introduced into an organisation and used by managers; it is expected that many
fundamental mistakes will be made by senior managers in additional to their advisers
in issues related to communication, training, infrastructure, teams and projects,
involvement, problem solving, and measurement. Overall, they add that there is a
fundamental failure of management to stick to the basics (Dale, Zairi et al., 2000).

Another study carried out by (Amar and Zain, 2002) to examine the barriers faced by
manufacturing organisations in the implementation of TQM identified 11 pertinent
factors acting as barriers that are most frequently faced by Indonesian organisations.
These are issues relating to employees, management, attitude towards quality,
organisational culture, interdepartmental relations, raw materials, machines and
equipment, information, method and training. However, the most frequent barrier,
according to results of the above study, pertains to the human resource factor.
(Bayazit, 2003) reported that lack of qualified Quality consultants, the conflict
between management structure and TQM, the difficulty in developing companyspecific models, the difficulty in achieving teamwork among employees were the most
frequent difficulties faced by Turkish manufacturing companies when implementing
TQM. Rad (2005) also investigated barriers that hamper the success of TQM
implementation in a developing country and concluded that the failure of TQM may be
due to two key reasons: methodology and implementation. Methodology refers to the
techniques and tools being employed to improve a process; these should be suitable
and sufficient to improve a process.
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On the other hand, the failed implementation of TQM is due to several factors mostly
related to human resources problems such as lack of non-monetary motivation
mechanisms for supporting employees’ involvement and low wages and salaries and
culture problems (Rad, 2005). Other researchers discussed the causes of management
inadequacies in handling change initiatives such as TQM and concluded that such
inadequacies could be contributed to the lack of knowledge about TQM, mobility of
management, and avoiding taking risk in the interest of maintaining the status quo. In
order to maintain top management commitment, the knowledge of TQM principles and
stability of management need to be present as other important factors that lead to
maximize management efforts towards TQM success (Soltani, Lai et al., 2005). More
recently,(Bhat and Rajashekhar, 2009) empirically investigated the barriers that Indian
industries experience and found that lack of customer orientation; lack of employee
involvement and management commitment; lack of planning for quality and resources,
employees resistance to change, and no benchmarking of other company’s practices
are the most important TQM barriers. Many of the above conditions are also found in
the Libyan HR practices*(1).
2.8 The Critical Success Factors (CSFs) of TQM
It is important that researchers understand the importance of Critical Success Factors
(CSFs) and include vital few CSFs in their research. This will help in developing
reliable instruments and to study the effect of TQM on performance (Karuppusami and
Gandhinathan, 2006). The following sections investigate the implementation of TQM
as well as its Critical Success Factors (CSFs) empirically identified in studies
conducted by a number of authors including, for example, (Saraph, Benson et al.,
1989a; Flynn, Schoeder et al., 1994; Powell, 1995b; Terziovski and Samson, 1998;
Bayazit, 2003; Rad, 2005; JU, Binshan et al., 2006; Karuppusami and Gandhinathan,
2006; Bartley, Gomibuchi et al., 2007; Chowdhury, Paul et al., 2007; Abdullah, Uli et
al., 2008; Salaheldin, 2009).Table 1.2 (a,b)

below provides a summary of CSFs

according to measurement instruments. Saraph et al. (1989) examined the development
of QM practices in twenty-two manufacturing and service organizations in the USA
and developed eight CSFs of QM.

*(1): These processes as they apply to Libyan organisations are fully discussed in chapter 3
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They consisted of the roles of leadership and quality policies, quality department,
training, product/ service design, supplier quality management, process management,
quality data and reporting, and employee relations. It was further suggested that these
CSFs of QM can be used by decision-makers to evaluate the status of QM efforts and
identify possible areas for improvement in the quality (Saraph, Benson et al., 1989a).
(Flynn, Schoeder et al. 1994) added that top management support creates an
environment in which quality activities are rewarded. The CSFs indentified in their
study were quality Information Systems (IS/s); process management; product design;
workforce management, supplier involvement, and customer involvement. These CSFs
need to be used together to sustain manufacturing capabilities. As manufacturing
capability and quality improve, the organisation attains and sustains a competitive
advantage. This in return, gives feedback, support and & information to top
management which stimulate continuous improvement.

Powell (1995) found that the successful implementation of TQM appears to critically
depend on certain tactics, behaviour, features i.g top management commitment;
effective communications; employee involvement; and less upon such TQM tools and
techniques as training in quality; flexibility in manufacturing; process management,
benchmarking, and performance measurements (Powell, 1995b). A study investigating
the implementation of TQM in Turkish manufacturing organisations showed that
factors, including:- upper management support; employee involvement and
commitment; customer focus; quality education and training, teamwork, and use of
statistical techniques are the factors that successfully contribute to the TQM efforts
(Bayazit, 2003). (Rad, 2005) investigated the success of TQM implementation in a
service sector in Iran and concluded that for TQM to be successful, factors including
top management commitment to quality and involvement; top management stability;
strategic quality planning for quality; employee involvement; a team work and quality
culture; focus on customers (internal and external); open communications;
management by fact to solve problems; continuous improvement; aligning process to
improve customer satisfaction; focus on supplier and partners, and monitoring and
evaluation of quality are CSFs of QM.

(Karuppusami and Gandhinathan, 2006) analysed, sorted, and proposed a list of 56
CSFs of TQM based on 37 TQM empirical studies conducted between (1989 -2003).
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Their results showed that the first five CSFs operationalized by the highest number of
authors were the role of management leadership & quality policy; supplier quality
management; process management, customer focus; and training. The remaining of
other most recommended CSFs included employee relations; product/service design;
quality data; role of quality department; Human Resources Management (HRM) and
Development (HRD); design and conformance. (JU, Binshan et al., 2006) studied the
possible effects of TQM and Knowledge Management (KM) interaction and confirmed
that there exist multiple positive effects between them. Companies may implement one
of them first or both at the same time depending on circumstances of the companies.
The CSFs of TQM identified in their study were top management commitment;
adopting TQM philosophy; quality management; benchmarking; process management;
product design; employee training; employee empowerment, supplier quality
management and customer satisfaction. Although supplier quality management was
indentified as a critical success factor of TQM, it was not suggested, like others, that it
would work as practical directions for KM implementation (JU, Binshan et al., 2006).

For successful implementation of TQM, an organisation’s culture needs to be focused
on its customers. An organisation can move towards a customer-focused culture by
listening to customers’ view; analysing; understanding; integrating and developing
their expectation. Customer focused strategies, procedures, and processes need to be
regularly reviewed and improved (Bartley, Gomibuchi et al., 2007). (Chowdhury, Paul
et al., 2007) employed ten critical factors of quality practices to investigate the effect
of top management commitment in TQM implementation in a Thai manufacturing
industry. Their results showed that companies with stronger commitment of top
management will exhibit a more effective quality effort along the selected critical
quality factors, and in turn, gain higher product quality. A study conducted by (Najeh
and Kara-Zaitri, 2007a) examined the competitive adaptability and benchmarking of
quality towards successful TQM implementation in five countries: Malaysia, Palestine,
Saudi Arabia, Kuwait, and Libya. Their comparative results for quality factors were
judged as ‘critical’ or ‘important’ and included 32 factors. In Libya, about 56 % of
these factors were judged as critical success factors and 44% as important factors. The
CSFs of QM indentified in their study included e.g. top management commitment;
problem solving & improvement processes; employee commitment and enthusiasm;
staff development; multi skill training on the job; quality teams; quality costs;
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customer needs and Information Technology (IT). The important successful factors
included e.g. tracking employee support for quality; responses to employee
suggestions; rewards based on productivity; benchmarking; benchmarking based on
competition; and regular review.

Abdullah, and Uli et al., (2008) identified the ‘soft’ factors that can influence the
quality improvement practices and organisational performance in Malaysian
manufacturing companies. These included management commitment; customer focus;
employee involvement, training & education, and reward and recognition. More
recently, (Salaheldin, 2009) identified 24 CSFs of TQM implementation in Qatari
industrial sector and classified them into strategic, tactical, and operational factors.
The strategic factors such as top management commitment, continuous improvement,
and benchmarking are dominating factors which play a significant role in the success
of TQM implementation. The tactical factors such as employee training &
involvement & empowerment; team building & problem solving, use of IT to collect
and analysis data, and supplier quality & relationships are the factors that impact the
methods and actions employed in accomplishing the expected benefits of TQM
implementation. The operational factors such as management of customer
relationships; process control, resources conservation & utilisation, and enterprise
performance metrics for TQM are the factors that produce visible consequences in a
short period. These critical factors should be implemented holistically rather than on a
piecemeal basis to get the full potential of the TQM.

It can be concluded that, the CSFs of QM differ from one study to another. Although
there are common issues, and also that in practices, companies may follow known and
accepted, standard models as guides to implement TQM. Understanding the
importance of CSFs of QM will help researchers in developing reliable instruments
and study the effects of TQM on performance. Powell (1995) stated that companies are
recommended to focus their efforts on the adoption of their own culture in order to
allow these TQM tools and techniques to prosper. However, there is a gap in the
understanding of how and why the challenges of consolidating TQM differ from one
culture setting to another (Najeh and Kara-Zaitri, 2007a). The six proposed TQM
elements in the present study are strongly grounded in the literature and derived from
the cultural settings, and experience of several developing countries (e.g. Libya,
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Malaysia, Turkey, Saudi Arabia; Palestine, and Kuwait). This is believed to carry the
making of a generic framework for successful implementation of TQM in other
developing countries.
Table 1.2(a, b): A summary of CSFs according to measurement instruments.
Table 1.2a.
The Authors

Critical Success Factors (CSF/s) of TQM

Saraph et al. (1989)

• Critical success factors of quality management: (1) the role of leadership
and quality policies; (2) role of quality department; (3) training; (4)
product/ service design; (5) supplier quality management; (6) process
management; (7) quality data and reporting; and (8) employee relations.

Flynn et al. (1994)

• The study identified seven quality management practice dimensions: (1) Top
management support; (2) quality information;(3) process management;(4)
product design; (5) workforce management;(6) supplier involvement;(7);
Customer involvement

Powell (1995)

• The successful implementation of TQM depends critically on certain tacit,
behavioural, imperfectly imitable features such as top management
commitment, effective communications, employee involvement, and less
upon such total quality management tools and techniques as training in
quality, flexibility in manufacturing, process management, benchmarking,
and performance measurements.

Ahire et al. (1996)

(1) Top management commitment; (2) customer focus; (3) supplier quality
management; (4) design quality management; (5) benchmarking; (6) SPC
usage; (7) internal quality information usage; (8) employee empowerment; (9)
employee involvement; (10) employee training; (11) product quality; (12)
supplier performance.

Bayazit (2003)

Critical success factors of TQM include (1) upper management support; (2)
employee involvement and commitment; (3) customer focus; (4) quality
education and training, (5) teamwork, and (6) use of statistical techniques

Conca et al. (2004)

The successful implementation of TQM depends on (1) leadership; (2) quality
planning; (3) employee management; (4) supplier management; (5) customer
focus; (6) process management, (7) continuous improvement, and (8) learning

Rad (2005)

CSFs of TQM include (1) top management commitment to quality and
involvement; (2) top management stability, strategic quality planning for
quality; (3) employee involvement, (3) a team work and quality culture, (4)
focus on customers (internal and external), (5) open communications, (6)
management by fact to solve problems, (7) continuous improvement, (8)
aligning process to improve customer satisfaction, (9) focus on supplier and
partners, and(10) monitoring and evaluation of quality.
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Table 1.2b.
The Authors

Karuppusami and
Gandhinathan (2006)

Critical Success Factors (CSF/s) of TQM
• The study identified a list of 56 CSFs of TQM based on 37 TQM
empirical studies conducted between (1989 -2003).
• The first five CSFs were (1) the role of management leadership & quality
policy; (2) supplier quality management; (3) process management, (4)
customer focus; (5) training; (6) employee relations; (7) product/service
design; (8)quality data; (9) role of quality department; (10) HRM and
HRD; (11) design and conformance

Teresa et al. (2006)

• The CSFs of TQM identified in their study were (1) top management
commitment; (2) adopting philosophy; (3) quality management; (4)
benchmarking; (5) process management; (6) product design; (7)
employee training; (8) employee empowerment, (9) supplier quality
management; (10) customer satisfaction.

Bartley et al. (2007)

• For successful implementation of TQM, an organisation’s culture needs
to be focused on its customers.
• An organisation can move towards a customer-focused culture by
listening to customers’ view; analysing; understanding; integrating and
developing their expectation.
• Customer focused strategies, procedures, and processes need to be
regularly reviewed and improved
• The study identified ten CSFs including (1) Top management
commitment; (2) supplier quality management; (3) continuous
improvement; (4) product innovation; (5) benchmarking; (6) employee
involvement; (7) reward and recognition; (8) education and training; (9)
customer focus; and (10) product quality.
• Critical factors were identified were (1) management commitment; (2)
customer focus; (3) employee involvement, (4) training & education, and
(5) reward and recognition.
• The study identified 24 CSFs of TQM
• The CSFs were classified into strategic, tactical, and operational factors.
• Strategic factors are e.g. factors such as top management commitment,
continuous improvement, and benchmarking
• Tactical factors are e.g. employee training & involvement &
empowerment; team building & problem solving, use of IT to collect and
analysis data, and supplier quality & relationships.
• Operational factors are e.g. management of customer relationships;
process control, resources conservation & utilisation, and enterprise
performance metrics for TQM.

Chowdhury et al. (2007)

Abdullah et al. (2008)

Salaheldin (2009)
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2.9 Measuring Organizational Performance (OP)
In addition to using particular practices, companies need to modify their methods of
measuring performance in their efforts to achieve business excellence (Kanji, 2002).
The introduction of innovative approaches such as TQM endows shop floor operators
with much more authority and responsibility; therefore, new methods of reporting
performance which are relevant and timely for monitoring progresses are required
(CHANG, 2006). (Zairi, 1992) suggested that TQM-based performance measures are
essential for the following reasons:
1- Management requires measurement;
2- To determine what to focus on and what to improve;
3- To provide a ‘scorecard’ for employees to monitor their own performance levels;
4- To define a standard for making comparison;
5- To provide an indication of the cost of poor quality;
6- To meet business objectives.
TQM looks at quality as a long-term business strategy. The measurement of quality is
essential as it gives strength, continuity and sustainability performance (Zairi, 2002).
Other researchers revealed that performance monitoring and feedback are the key
drivers for defect prevention and continuous improvement, which are regarded as the
fundamental pillars of TQM. In order to improve quality of work one has to work
smarter, not harder. To achieve this, constant instruction and supportive feedback is
essential. This performance monitoring is utilised to keep track of the performance
outcomes, which are then utilised to give feedback and conduct training sessions (Palo
and Padhi, 2003). Many highly competitive and world class organisations have
implemented TQM strategy in order to continually seek better performance (Abas and
Yaacob, 2006). This may stem from the fact that without measuring something, it is
difficult to improve it. However, traditional performance measurement systems are
disadvantageous to management because they only provides information about the
organization’s past performance but lacks any improvement aspect for day to day
operation (Zairi, 1992). By revisiting the literature, there are various dimensions of OP
used to estimate the economic impact of implementing effective TQM
program. Table 1.3 summarize the OP literature.
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Table 1.3: A summary of the Organisational Performance literature.
Dimensions of OP

Key performance indicator

Relative literature

Financial performance

(1) Cost of quality;
(2) Cash flow;
(3) Market share growth;
(4) Sales volume/growth/improvement;
(5) Export growth;
(6) Inventory reduction/turnover
(7) Cost improvement;
(8) Profit improvement;
(9) Overall profitability;
(10) Return on investment;
(11) Relative market share/ Sales growth/ Profitability/
Return on assets;
(12) Engineering change rate in production;
(13) Overall financial performance/ competitive position.

(Powell, 1995b);
(Terziovski, Samson et al.,
1997);
(Lee, 2004);
(Idris and Zairi, 2006a));
(Yeung, Cheng et al., 2006);
(Fuentes, Montes et al.,
2006)

Internal or operational

(1) Overall quality performance;
(2) Reliability (warranty claims cost as a percentage of total
sales);
(3) Timeliness/delivery;
(4) Quality improvement/defects as a percentage of
production volume;
(5) Productivity;
(6) Waste Reduction;
(7) Production performance improvement;
(8) Order cycle time;
(9) Supplier Delivery performance improvement;
(10) Flexibility to change volume.

(Powell, 1995b);
(Flynn, Schroeder et al.,
1995); (Ahire, Waller et al.,
1996);
(Terziovski, Samson et al.,
1997)
(Lee, 2004);
(Rahman and Bullock,
2005)
(Yeung, Cheng et al., 2006);
(Fuentes, Montes et al.,
2006).

Customer satisfaction

(1) Customer relations/ Satisfaction;
(2) Customer complaints/ Reducing customer complaints;
(3) Relative customer retention/ Loss of customers;
(4) Relative new products’ success rate;
(5) Customer returns due to bad quality;
(6) Product reliability;
(7) Level of satisfaction customer;
(8) Level of absenteeism

Employee satisfaction

(1) Employee morale;
(2) Employee growth;
(3) Employee productivity

Learning & Growth

(1) Innovation (percentage of total sales from ‘new’
products);
(2) Innovation (new products);
(3) Comparing performance against competitors

(Flynn, Schroeder et al.,
1995);
(Terziovski, Samson et al.,
1997);
(Rahman and Bullock,
2005)
(Idris & Zairi, 2006);
(Yeung, Cheng et al., 2006);
(Fuentes, Montes et al.,
2006)
(Terziovski, Samson et al.,
1997);
(Rahman and Bullock,
2005)
(Terziovski, Samson et al.,
1997)
(Martínez-Costa, Choi et al.,
2009)
(Powell, 1995b)

performance

Accordingly, most commonly used methods for measuring OP can be classified under
five categories of performance: financial performance; operational or internal
performance; customer satisfaction; employee satisfaction; and learning and growth.
However, none of the related studies use the same measures to evaluate OP, which
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makes it impracticable to draw conclusions in order to compare their results. This
finding was also confirmed by (Martínez-Costa, Choi et al., 2009) who stated that there
is no clear agreement on the definition of performance in the literature. it was suggested
that it is inevitable to use a comprehensive measurement system, which is adoptable to
changes in internal and external environments of organisations, and encompasses
financial and non-financial measures (Kanji, 2002,P.74). Comprehensive indicators
should provide holistic assessment of the strength, continuity, and sustainability of the
total quality. The business balanced score approach which is an overall method of
evaluating performance, helps to focus on both the qualitative and quantitative
measures, which are the main ethos of performance measurement (Idris and Zairi,
2006a).

It can be concluded that a company’s OP is of importance when investigating the
effectiveness of TQM. Researchers need to present a conceptualization to define it and
indentify measures required to operationalize OP. However, the identification of
accurate performance measures would be a challenge for businesses. To achieve a more
accurate understanding of OP, the present study uses, subjective & objective measures
(qualitative & quantitative measures). This type of subjective measurement allows for a
better comparison between different types of industries and situations (Fuentes, Montes
et al., 2006). It would be difficult to acquire customer satisfaction data from the related
customer companies. The researcher can balance this trade-off by using top ranked
quality managers as participants because they would be the people that are most familiar
with both performance data and customer satisfaction (Arawati, 2001). The OP is
expressed in the nine variables used by (Powell, 1995b; Terziovski, Samson et al., 1997;
Lee, 2004; Rahman and Bullock, 2005; Martínez-Costa, Choi et al., 2009).These
measures including Customer satisfaction; Employee morale; Defects as a percentage of
production volume; Sales growth; Profit improvement; Export growth; Production
performance improvement; Overall business performance comparing with an excellent
competitor in the same industry.

These proposed measures represent the four dimensions of the BSC of measures
introduced by Kaplan and Norton (1992), cited in (Kanji, 2002) which are the financial
perspective; the customer perspective; the internal business perspective, and the
innovation and learning perspective. Accordingly, the measures including ‘sales
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growth’ and ‘profit growth’ represent the financial perspective. ‘Customer satisfaction’
represents the customer perspective. Other measures including ‘employee morale’;
‘Defects as a percentage of production volume’; ‘Export growth’, and ‘production
performance improvement’ represent the internal business perspective. ‘Overall
business performance’ represents the innovation & learning perspective.
2.10 Previous studies on TQM implementation and OP
TQM is truly generic as it can be implemented in both manufacturing and service
sectors and despite their different natures, they face similar problems in realising the full
benefits of TQM (Huq and Stolen, 1998). The implementation of quality programs is
gaining acceptance as a way of maintaining a competitive edge, of simply surviving in a
fiercely competitive market or increasing performance, and productivity. From this
perspective, product development/or service improvement, and cost reduction is
imperative (Al-khalifa and Aspinwall, 2000). Small manufacturing companies that
would face difficulties, in implementing TQM programs, such as size-related
difficulties, the lack of bargaining power against suppliers, and lack of resources can
focus on internal changes to improve quality, reduce inventory, and encourage
employee participation and can, in general, help to achieve competitive advantages in
both domestic and international markets (Lee, 2004). By examining the TQMperformance relationship and the effective implementation of TQM with respect to
support afforded by the organization and support among co-workers, it is revealed that
there is a strong positive relationship between the extent of implementation of TQM
practices and organization performance (Ahire, Waller et al., 1996; Terziovski, Samson
et al., 1997; Terziovski and Samson, 1998; Sun, 2000; Su, Chen et al., 2001; Tari and
Molina, 2002; Bayazit, 2003; Chin, Tummala et al., 2003; Lau, Zhao et al., 2004;
Rahman and Siddiqui, 2006; Das, Paul et al., 2008).

However, a company’s performance evaluation has been an indefinite concept to
measure. Some researchers compared the performance between TQM companies and
non-TQM companies and reported that TQM companies tend to do better than nonTQM companies, and best operational results of quality improvement can be achieved
only through a dedicated, long term formal TQM implementation (Ahire, Waller et al.,
1996). others revealed that the costs of TQM implementation is reasonable, since TQM
programmes lead to at least early benefits that offset the costs of implementation
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(Hendricks and Singhal, 1997). Conducting a public forum about concerns for quality
will not guarantee its success. In fact, it is the extent of the implementation of TQM
practices that is related to favourable outcomes (Joiner, 2007). During the
implementation of TQM, two vital issues need to be considered: focusing on customer
satisfaction and making the operations efficient (Kakkar and Narag, 2007).

The TQM-performance relationship was investigated in the presence and absences of
ISO certification and the results showed that the presence and absences of ISO
certification is a poor forecaster of OP and quality as well (Terziovski, Samson et al.,
1997; Terziovski and Samson, 1998). Companies must gain the competitive edge by
improving the quality of their products and the implementation of ISO 9000 can be a
step toward TQM (Su, Chen et al., 2001). Costa and Lorente (2004) found that TQM
has a positive effect on the Operating results but the simultaneous application of ISO
9000 and TQM systems cancel those positive effects. TQM criteria or, enablers as a
whole, contribute collectively to the improvement of performance (Sun, 2000).

The implementation of TQM leads to superior performance in business results, client
satisfaction, employee satisfaction and social impact (Tari and Molina, 2002), in
leadership; strategic planning; customer and market focus; information and analysis;
human resource focus, process management, and business results (Lau, Zhao et al.,
2004). Benefits of TQM implementation included greater customer satisfaction,
increased productivity of personnel and enhanced quality of services and products
(Rahman and Siddiqui, 2006). Successful implementation of TQM generates impressive
performance measures (Chin, Tummala et al., 2003), competitive advantage (Bayazit,
2003), and improves labour productivity (Chapman and Al-Khawaldeh, 2002).
2.10.1 TQM in the Middle East and North Africa
The increasing acceptance of TQM as a management philosophy for improving
organizational competitiveness and effectiveness has left the development of empirical
research behind and this problem is more apparent in developing countries where
knowledge and understanding of TQM is still in the very early stages (Al-khalifa and
Aspinwall, 2000; Baidoun, 2003). Organisations in most of Middle Eastern countries
were not conscious of the impact of their QM on efficiency, productivity, and
competitiveness. The globalisation and the fluctuation of oil and gas prices in the world
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market are believed to be the driving forces of Quality Management Practices (QMP/s)
in the Middle East countries. The fluctuation in the oil/gas prices in the world market
has led to those oil/gas producers, in the region, to adopt QM across several industries
including the oil/gas, public, private, and manufacturing industries (Al-khalifa and
Aspinwall, 2000). There is, however, growing awareness and understanding of QMS/s
in the Arabic world. A study compared and contrasted quality visions and practices in
five countries: Malaysia, Palestine, Saudi Arabia, Kuwait, and Libya concluded that
despite the differences in CSFs of QM from one culture setting to another, a number of
32 factors investigated in their study e.g. supply-customer chain; problems solving &
improvement processes; quality teams; quality management system & manual, customer
satisfaction & needs, and zero defects as standard of quality were considered either
critical or important for the success of TQM (Najeh and Kara-Zaitri, 2007a).

There is a scarcity in developing countries of literature about QM implementation and
little empirical research has been performed e.g.(Al-khalifa and Aspinwall, 2000; AlKhalifa and Aspinwall, 2001; Al-Zamany, Hoddell et al., 2002; Chapman and AlKhawaldeh, 2002). The first study was carried out by Khalifa and Aspinwall (2000), in
Qatar, to assess the awareness, the understanding, obstacles, the progress of, and
reasons for the implementation of ISO 9000 and TQM. Their results revealed that
although it is encouraging to know that ISO 9000 certification and TQM are
experiencing reasonable levels of awareness in the country, the level of understanding
TQM is very low. The main reasons for the lack of quality initiatives were that there
was no pressure to implement them, lack of top management’ role, and lack of
information/education/training (Al-khalifa and Aspinwall, 2000). Ross and Khleef
(2002) also empirically examined the link between TQM implementation and labour
productivity in Jordanian manufacturing companies. Their study found that the labour
productivity measurements for companies with a high-level TQM were higher than for
those with a low-level TQM over the period 1993-1998 (Chapman and Al-Khawaldeh,
2002). Al Zamany et al. (2002) also carried out another study, in Yemen, based on the
case studies of two organisations, and on the activities proposed by the EFQM
excellence model. Their outcomes suggested several points to be considered under each
activity for the sake of improving the organisations and when implementing TQM.
Proactive government support is essential in advocating the importance of TQM,
particularly in the context where Government owns/or shares a considerable proportion
42

of an industry (Al-Zamany, Hoddell et al., 2002). Another study carried out by (Curry
and Kadasah, 2002a), in Saudi Arabia, defined key priority elements of TQM on which
companies need to focus, and suggested an evaluation tools based on these key elements
that can be used to measure the extent of progress of TQM. In line with this, Salaheldin
(2003) also explored the critical resisting and driving forces that hinder or endorse the
implementation of TQM strategy in Egypt, and recommended that developing a deeper
understanding of the driving and inhibiting forces to TQM implementation in practice
remains a task that requires further investigation(Salaheldin, 2003).

Baidoun (2004) indentified 19 critical quality factors for effective TQM implementation
and how these critical quality factors are implemented by the Palestinian organisations.
The study suggested that the successful implementation of TQM should be a gradual
approach with progression and selection of appropriate major top management actions
(Baidoun, 2004 -a). Jabnoun and Sedrani (2005), investigated TQM practices, corporate
culture, and performance in UAE manufacturing firms. They concluded that customer
focus, management commitment, and continuous improvement are the most critical
factors that were significantly correlated with all performance measures. In relation to
the culture part, their study recommended that managers should make more effort to
enhance the culture dimension of people oriented as this dimension strongly correlated
with most TQM practices (Jabnoun and Sedrani, 2005). In line with the pervious study,
Salaheldin (2009) also contributed to the literature by examining the impact of 24
indentified CSFs of TQM, in Qatari S&M-sized enterprises on operational and
organisational performance. Their study highlights the importance of the CSFs for TQM
implementation and their impact on performance for both researchers and decision
makers who are concerned with such issue (Salaheldin, 2009).
2.10.2 Deficiencies in the above studies
The above studies carried out in the North African and Middle East countries (e.g.
Qatar, Yemen, Saudi Arabia, Egypt, and Palestine) focused on TQM implementation.
Their focus varied to include different issues related to the identification of critical
success factors, the assessment of progress of TQM, difficulties and barriers to its
introduction and implementation, and other issues related to ISO 9000 certification. The
above studies also identified different critical factors to successfully implement TQM
and some e.g. (Baidoun, 2004 -a) suggested how to implement them. Sun (1999),
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advocated that the components of TQM programmes may vary from country to country
(Sun, 1999). Although there are other Arabic companies which have TQM programmes,
it has been found that there are difficulties in sharing experiences (Al-Zamany, Hoddell
et al., 2002). Focusing on quality became one of the competitive issues in the last few
decades of 20TH century and this will surely continue to be into the twenty–first
century.

The pressure on organizations to improve has become intense, particularly those in
developing countries (Al-khalifa and Aspinwall, 2000). In addition, the proposition that
the components of TQM programs may differ from one country to another and the fact
that no empirical research has evaluated TQM implementation and its impact on OP in
the context of Libya gives greater importance to the present study. Libya is committed
to developing its ability to produce goods that meet the quality requirements of present
local markets with all possible products and services which could be attained by using
the most suitable and latest technology available (Hokoma, Khan et al., 2008).

This is the first attempt to assess the Libyan progress of TQM implementation and its
impact on several dimensions of OP via the use of BSC approach which covers both
financial and nonfinancial (operational) measures as well as objective and subjective
measures. This study presents a balanced combination of “soft” and “hardware” TQM
elements and also attempts to overcome some deficiencies noticed in the previous
studies which all focused on the use of perceptual measures of performance. These may
not provide a clear measure of performance (Jabnoun and Sedrani, 2005; Salaheldin,
2009), or some e.g. (Chapman and Al-Khawaldeh, 2002) used a single performance
measure to asses the impact of TQM on OP.
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Chapter 3: An Overview of the Libyan Manufacturing Industry
This chapter briefly outlines a history of major events in Libya since 1969; the effect of
long held cultural values and Islamic beliefs; the advantages and disadvantages of
adopting western business methods, and the changes needed through the
implementation of TQM, to bring Libya into the 21ST century industrial world scene.
3.1 Introduction
Socialist People’s Libyan Arab Jamahiriya, Libya, to the general reader, is still thought
of as a small North African Islamic country, a former Italian colony that was the scene
of decisive desert battles during the Second World War. However, this has changed
since Libya gained its independency in 1951. In 1969, the leader of the revolution and
now president, Colonel Muammar Al Qadhafi, promoted a political system known as
the Third Universal Theory. This is a combination of socialism and Islam and is derived
in part from long held Libyan tribal practices: a form of ‘direct democracy’. As a result
of the bombing of Pan AM Flight 103 over Lockerbie, Scotland, 1988, UN sanctions
were imposed against Libya in 1992. These were not lifted until September 2003 after
Libya formally accepted responsibility for the 1988 bombing. Considerable steps in
normalizing relations with Western nations have been taken since then: - major changes
include: The US removed Libya from terrorist list in June 2006 and in late 2007, Libya
was selected by the General Assembly to be a non-permanent member of the United
Nations Security Council for the 2008-09 term. Libya has recently made a great effort to
adopt a more open political system and free-market economy.
3.2 General Profile of Libya
Geographically Libya occupies an area 1,759,540 Km² its boundaries are the
Mediterranean Sea in the north, Chad and Niger in the south, Egypt and Northern Susan
in the east, and Tunisia and Southern Algeria in the west. It has a population of
approximately 6,461,545 millions (2010 census) with a growth rate of 2.11 % per
annum. Islam is the religion followed by 99 % of the population. According to the
C.I.A. Fact Book (2010), the literacy rate is 82.6 %, although it is markedly higher for
males at 92.4 % than for females at 72%. Ethnically, Libyans are mostly of a mixed
Arabian ancestry but there are some from other North African countries e.g. Egypt,
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Tunisia, and West and Sub-Saharan Africa. There is also small number of foreign
residents. Table 3.1 surmises the country’s profile.

Table 3.1: A summary of some general information of Libya
Libya
Area:
Population:

1,759,540sq km (679,359 sq. miles)
6,461,545 (July 2010 est.): includes 166,510
non-nationals (July 2010 est.)

Capital city
Ethnic groups :

Tripoli
Berber and Arab 97%, Greeks, Maltese, Italians,
Egyptians, Pakistanis, Turks, Indians, Tunisians
Arabic, Italian, English, all are widely
understood in the major cities
Sunni Muslim 97%

Language:

Religion
Source: adopted from (CIA World Factbook, 2010)

Arabic is the national and formal language, but English is widely used as a second
language. After independence was declared in 1951, Libya was ruled as a kingdom until
1969. On September 1st, 1969, the Libyan monarchy was abolished by Colonel
Muammar Al Qadhafi, the leader of the revolutionary command Council RCC (CIA
World Factbook, 2010). At this point, the relationship between the USA and Libya
deteriorated as Qadhafi opposed US diplomatic initiatives as well as their military
presence in the Middle East. By the 1980s, the country was also involved in political
controversy which resulted in various sanctions imposed upon Libya by the UN
Security Council, under its resolutions No.748 of 1992 and No.883 of 1993. In 1996,
the U.S. enacted the Iran and Libya Sanctions Act, which was aimed at blocking foreign
firms investing in Libya’s energy sector. As a result of these two measures, the country
has remained internationally isolated, and its economy has recently been under
considerable strains suffering from spiralling inflation, high unemployment and serious
structural problems. In addition, further US economic sanctions were imposed against
Libya, which, in general, prevented any conducting of international monetary
transactions (Twati and Gammack, 2006). These bans included:

1. Exports to Libya , including all products , services, or up to date technology;
2. Importing Libyan products or services.
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3. Any type of contract in support of a manufacturing, business-related, or
government development in Libya; and
4. Dealing in any properties in which the Libyan Government had any financial
interest.
3.3 Dominance of the Oil Industry
The Libyan economy is heavily dependent on the oil industry, which accounts for 95%
of export earnings, 25% of Gross Domestic Product (GDP), and 60% of public sector
wages. Libya is one of the highest per capita GDPs in Africa because of significant
revenues from the energy sector and its small population. The Libyan government has
recently made the development of economic reforms part of a broader campaign to
adopt a more open political system and free-market economy. This effort began after
UN sanctions were lifted in September 2003 and Al Qadhafi pledged to abandon
weapons of mass destruction in December 2003. All sanctions were finally removed by
June 2006, and this has led to the opening up of a new business environment
characterised by the promotion of foreign investment, particularly in the oil sector, and
new programs of privatisation. The Libyan government’s commitment to change from a
socialist-oriented to a more market-oriented economy made possible the taking of the
initial steps of applying for WTO membership, reducing subsidies, and implementing a
privatisation strategy (CIA World Factbook, 2010).
3.4 A brief review on managerial culture in Libya
There have been several studies focused on the Middle East e.g. (Al-Shamali and Denton,
2000; Weir, 2000), but none have taken into account North African countries such as
Libya. Contextual implication on HRM practices in Libya could be of importance to both
practitioners and international organisations looking to invest in this economy.
Understanding the existing practices will assist foreign managers to put their practices
into an acceptable position and consistent with Libyan traditions. Qadhfi insisted that
Libyans should challenge traditional Libyan authority and directly manage government
utilities themselves by means of ‘Peoples’ Committees’’. These committees operate in
widely different organizations in government bureaucracies and private business
companies. This has resulted in serious implications in employee management (Wright,
1982).
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Parallel to revising the economy is the attempt to reform political and social institutions.
Until the late 1970s, Libya had a diverse economy, with a large role for private
organisations except, in the oil, banking and insurance industries. According to Volume
Two of Al Qadhafi’s Green Book, in 1978, private retail trade, wages, and rent were
forms of ‘exploitation’ and should be abolished. Employees’ Self Management
Committees and Profit Participation Partnerships were to function in both private and
public organizations. Subsequently, a property law was put in place that forbade
ownership of more than one private dwelling and Libyan employees were given control of
a large number of companies, turning them into state-run enterprises. This socialist
orientation has implications for policy practice in Libyan organizations which are
discussed below.
3.4.1 The Effects of Cultural and Religious practices for HRM
Culture in Arabic countries is strongly linked to religion, which connects all aspects of
life. However, Islamic values, as practised in Libya, are quite diverse, due to historical,
social, and economic differences between Libya and other Islamic countries in the region.
Key sources of managerial conceptualization and practices are: the Islamic religion, Arab
culture, Westernization effects, and the unique political, economic, and social systems
(Elgamal, 2000). Generally, in Arab countries, there is a high level of loyalty given to the
local communities, largely male dominated, power distance, avoid uncertainty, fatalistic
and context dependence (Hofstede, 1991; Harris and Moran, 1999). These cultural beliefs
are clearly apparent in organizations in different ways.

In Libya there is a long tradition of the extended family and clan system, which results in
a strong sense of loyalty to the family and community. Values, such as the interests of the
extended family, clan, tribe, village in Islamic society play a critical role in community
life as well as interpersonal relationships. As a consequence, organizations are managed
by fulfilling individual obligations towards in-group members rather than organizational
needs (Hayajenh, Maghrabi et al., 1994; Abdul-Khalik, 1998). These attitudes need to be
changed in the business world in order to implement TQM successfully. Top management
needs to be actively involved in establishing and communicating the organization’s
vision, goals, plans, and values for its quality program. Managers are therefore required to
eliminate resistance to change, build quality as a culture, satisfying customer dynamics
expectations and encouraging Continuous Improvement (Dering, 1998; Zairi, 1999;
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Anupam, Handfield et al., 2000; Parzinger and Nath, 2000; Lau and Idris, 2001 ; Kanji,
2002; Baidoun, 2004).
3.4.2 Results of the family values for the workforce
Traditionally, in–group membership is based on ethnicity, religion, or family. For
instance, family ties to ideological affiliation, and sectarianism rather than academic
qualifications, considerably affect the recruitment of managers and promotional decisions.
Work goals are achieved by both individuals and teams, mainly due to personal
relationships with peers, subordinates and supervisors. This feature stems from the rigid
and hieratical structure of social institutions. A TQM culture will only be successfully
transferred, if top management requires and ultimately institutionalises an honest
organisational-wide conversion that includes the quality of management in each subunit
of the organisation and leads to change in management quality or the replacement of non
compiling managers; the quality of overall management is reliant on the capacity of the
senior team to develop a whole hearted commitment to TQM and make decisions that are
consistent with it (Beer, 2003). Teambuilding is also an ideal which keeps all the
members of the organisation focused on main goals and it should not be ignored at any
level. Top management should focus on building a strong and cohesive team, impressing
upon every member of the team to maintain process efficiency at a maximum, by
optimum resource conservation (Kakkar and Narag, 2007).

Traditionally, organisations are likely to be hierarchical with a high percentage of
supervisory personnel and centralised decision making. Status and power act as
motivators, and leaders are obeyed by subordinates without demur even if their directives
are deemed to cause difficulties (Hofstede, 1980). It is argued that these issues have been
found to demotivate the young, who are well educated, and accustomed to western style
organisation management. The operation of business, in Libya, is extremely sensitive to
legislative changes, mainly in areas of remuneration, compensation, management systems,
and Research and Development (R&D). This is seen as an obstruction to an organisation’s
capability to react to employees’ expectations. The government has the power to limit
imports or exports, or order a company to move to a different location (Abdul-Khalik,
1998). The implementation of a TQM culture, with its implicit orientation towards the
customer, is a complex matter and requires a long-term approach. Consequently, the
companies that try to change from a traditional bureaucratic culture to one oriented
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towards quality will have to design an appropriate strategy in order to succeed (Claver,
Gasco et al., 2001). An organization’s primary purpose is to stay in business, to promote
the stability of the community, and to generate products and services that are useful to
customers, and provide a setting for the satisfaction and growth of its shareholders
(Ishikawa, 1985). However, having a greater level of hierarchy, a high percentage of
supervisory staff and more centralised decision making as in Libya, can negatively
influence the group oriented kaizen which requires employees to work in teams or circles
with the aim of finding and fixing problems which have accrued during their business day
without any intervention from management (Imai, 1986). Ideally, those employees closest
to a problem or opportunity are in the best position for making decisions for quality
improvement if they have control of the improvement process. Increased involvement
means more responsibility, which in turn needs a higher level of skills (Sun, Hui et al.,
2000).

The relationship, in Libya, between supervisor and subordinates within an organisation is
a paternalistic one. Traditionally, Libyans are socialised to interact with those of a similar
age group, and not to associate with or criticize their elders. Thus, the respect of age is
manifestly significant in the behaviour of Libyan society and its organizations. As a
result, the Libyan or Arab manager frequently focuses on seniority, rather than merit in
most decisions that influence employee relations. This characteristic of Libyan managers
needs to be changed to adopt TQM. Employees should therefore be rewarded by their
contribution to the organisation, their skills and experience, irrespective of age, sex or any
other traits, which are unrelated to the function they perform (Tan and Tan, 2002). The
idea of ‘time’ is very important in the Total Quality concept and is practiced by means of
a combined action which includes: less waste of time in addressing problems of product
quality, offering innovative solutions in a way that wastes no time, elimination of time
necessary to finish each stage of the project. Therefore, the company’s main focus should
be to concentrate on the customers’ needs and to implement the strategies to evaluate
these needs (Dwivedi and Maffioli, 2003). Despite the importance of time management as
one of the problems most commonly stressed by Arab executives, a study of Libyan
managers has shown that many managers arrive late, are absent during the day, and leave
before the official end of the business day (Abdul-Khalik, 1998). Libyan managers should
embrace ‘walk the talk’ and not to ‘talk the talk’, and act as role models for other staff.
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Most managerial practices, in Libya, result directly from the belief of in-group affiliation
and hierarchy. For example, the authority for decision –making is mostly in the hands of
top management with the result that subordinates must look for guidance, direction,
affection, and patronage from their supervisors in most matters. The responsibility for
quality improvement is not related to any one individual or a particular aspect of an
organization (Georgiades and Macdonell, 1998b). In any transformation process the
responsibility for quality must lie with the operator of that process. The primary stage in
understanding the critical processes is to produce a set of processes of a common order of
magnitude. This method will ensure that the change becomes well-established, the critical
processes are identified and that the right people are in place to own or take responsibility
for them; it will be the start of getting the processes team organization up and running
(Okland, 1993). In Libya, at present, even the process operator relies heavily on the
assistance of top management. This is a manifest weakness in the ability to empower
employees. One way to cure this deficiency, and to minimise the probability of operators’
errors is to implement effective process management. This involves clearly documenting
the various process procedures, with instructions for equipment operation (Flynn,
Schoeder et al., 1994; Zhang, Waszink et al., 2000). Effective process management can
also provide employees with

a feeling of ownership, pride in their work, success

resulting from the variation reduction, quality improvement, and process performance
optimisation (Deming, 1986a)

Libyans place much emphasis on masculinity. This is demonstrated by the need to have
good working relationship with one’s direct superior, working corporately, living in a
place appropriate to one’s self-image, and having employment security. However,
recently changes in the traditional view on gender have become obvious and key
modifications, which have accelerated since the 1980s, are becoming visible in the
traditional roles. For example, there is now a large number of young women reaching
middle and higher education levels which has increased their work opportunities. This is
an indication of the positive extent to which Libyan society is moving.
3.4.3 The present movement in HRM
The staff selection process that organizations must perform when offering a position to a
person who has passed all the requirements as outlined by the employer has been the
subject of extensive research. One important issue for an organisation is its need to find
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the means by which it can select the person who best fits the job description. In western
organisations various techniques are used such as: interview, application forms and
psychological testing, but in Libya, the selection process is highly reliant on personal
relationships and attracting candidates from the right social circles to fit major positions.
This is contradictory to the TQM philosophy, which regards auditing employees’
behavioural traits during the recruitment and selection process as essential for attaining
superior plant competitiveness. It is difficult to change (cure) negative behavioural traits
in employees. Therefore, it is better to check for the desired behavioural traits during the
recruitment and selection process in order to avoid inconsistency between the technical
and social system (Rees and Doran, 2001; Ahmad and Schroeder, 2002). The selection
and recruitment process in the organisation should be effective, in terms of its objectivity,
‘right man for the right job’. Organizations must develop a long-term relationship of
loyalty and trust with their employees in order to implement TQM successfully (Chapman
and Al-Khawaldeh, 2002; Warwood and Antony, 2003).

In Libya, there are both internal and external sources in place to locate desirable
employees. The recruitment for a lesser position, for example, is mainly the responsibility
of the company’s HR department and is connected with the needs of a particular
department or section. Internal recruitment is normally aimed at recruiting Libyan
nationals, especially those who live locally; however, it is not necessarily an in-house
decision. Often vacancies, both internal and external, are filled by a government body
known as the General Workforce Corporation (GWC). What usually happens in personnel
recruitment is that an organisation lists each of its departments’ needs at the HR
department for new recruits. The final decision is normally left to the organisation but in
coordination with the GWC’s approval. External recruitment, as defined here, is the
recruitment of staff internationally, particularly when the particular skills wanted are not
available from the local labour market. The need for external recruitment in Libya
depends largely on the job specifications and the final decision is allowed to be made by
the concerned company alone.

In general, the ownership of industrial firms in Libya is likely to be the same as in
developed countries but the concept of using ‘People’s Committees’ as a selection tool, is
unique to Libya . This is in contrast to other developing countries, which in many cases,
firms are owned, managed, and supervised by Government bodies. However, it is evident
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that the Libyan Government has a considerable influence on most organisations, and this
in turn, partly answers the question why those who are well connected to the government
have the majority of the top jobs. Paternalism, in Libyan society, leaves the recruitment
process open to patronage and relationships. Libyan society is highly collectivist and
those who hold power see it as their duty to help those who belong to the same clan or
ethic group. Since the decision-making authority is vested in the hands of top managers, it
is most likely that they also make the selection decisions. Employees do not seek the
manager’s assistance directly since this may imply a lack of respect. Instead, they rely on
formal rules, informal norms, and assistance from their peers. Since Libya is a collectivist
country, most managers are aware of prospective personnel and where they can be found.
Managers will often seek consultations with general managers and work colleagues in
order to have an informed opinion about a potential candidate. In doing so, the
consultation is perceived as a test to examine indirectly whether there is an agreement on
the desirability of the potential candidate prior to final approval.
3.4.4 Performance assessment in Libya
Subsequent to the steps of selection is the need to evaluate or appraise an employee’s
work performance. This is aimed at monitoring and improving employees’ effectiveness
as well as providing feedback about their progress. In general, performance appraisal
problems exist in all organizations but this is particularly so in the manufacturing
organisations. It commences with the preparation of a performance appraisal which is
completed in consultation with the concerned employee and held at least three months
before the employee’s contract completion date. This is considered a part of the appraisal
system and the supervisor is responsible for ensuring that this form is fully understood by
his/her subordinate. Thus, the employee’s performance assessment is a shared
responsibility between the supervisor and HR department. The director of the HR
department processes the final approval. Such assessment is generally performed on a
yearly basis. This procedure is aimed at identifying an employee’s strengths and
weaknesses in a particular job and improving the current situation and specifying
development needs. The consultation between supervisor and his/her subordinate is
expected to take place during the performance assessment. This is in line with Islamic
values where consultation at all levels of decision making are encouraged (Latifi, 1997).
Libyan organisations claim to follow the Islamic faith in the conducting of their business,
therefore, performance assessments mainly focus on the totality of personality and are
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related to personal qualities rather than task performance ability. The reliance upon this
informal control mechanism is widespread. It is a difficult task to change this procedure to
a fairer model of employee involvement. The essence of the quality improvement process,
which requires involving every employee to personally focus on improved performance in
the task he or she has been assigned to do, needs an environment of open and honest
communication throughout the whole organisation and communication competencies of
employees (Chapman and Al-Khawaldeh, 2002). In Libya, the information collected from
the performance appraisal has a twofold purpose; personnel decisions and personnel
feedback. The main sources of appraisal information come from the supervisory ratings,
and the HR department. Other possible ratings, such as those by subordinates, are not
common because of cultural factors mentioned earlier. Rating based on peers is not
common either because of the favourable reports traditionally required between
colleagues which may not be reliable or objective. TQM theory emphasizes the
importance of sharing the internal and external information equally among all employees
in order to encourage them to become responsible for quality improvement (Vouzas and
Psychogios, 2007). There is a concern that measurement is seen as a threat rather than a
necessary part of quality improvement as is the case in some developing countries (AlZamany, Hoddell et al., 2002). Since the Islamic religion plays a considerable role in
Libyan society, it is culturally expected that those who hold power will treat subordinates
as if they are their brothers and sisters. This contextual influence tends to make peer
appraisal irrelevant and may be the reason why people prefer not to report any negative
assessment about their peers because this may affect their future within the organisation.
3.4.5 Recognition and rewarding
When employees join a company, and stay for at least 5 years, they are rewarded
financially in wages or salary, plus a wide range of legally required and agreed upon
benefits. The social security benefits represent one of the legal requirements which will
take care of the employee in retirement; there may also be some form of medical cover for
an employee as well as life insurance. In Libyan organisations, the reward system is
comprised of: promotion, accommodation allowance, and free medical care for workers
and their families, payment for high performance, transportation allowance, allowance for
private transportation for supervisors and executives, and long service awards (Agnaia,
1996). Offering employees interest free loans for various needs is also given in some
Libyan organisations and this is in line with Islamic principles (Wright, 1981). Rewarding
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an employee by promotion is not very common, particularly if the promotion involves
relocating the employee to another site, away from family and home area. But rewards for
employees should be more than this. Top management should reward and praise
employees’ initiatives. They should be rewarded and praised based on their contribution
to the organisation, their skills and experience, irrespective of age, sex or any other
considerations, which are unrelated to the function they perform. In order to support
Continuous Quality Improvement in Libya in both manufacturing and service industries,
the Libyan Government has established the LQA (see section 3.8.2 below).
3.4.6 Training and development approaches
In Libya, training and development is aimed at meeting the required quota of local
employees. The intended objectives are, for example, to attain the ‘Libyanisation’ levels
planned for various types of jobs: professional, industrial, or administrative. This is aimed
at meeting technologically-advanced operations, and upgrading employees’ skills in order
for them to qualify for promotion. The Libya government has recently focused on
initiatives for administrative reform and in this regard, many centres for training and
development have been established. In addition, a revision of organisational structures has
been conducted and work procedures have been simplified. Many people have been sent
overseas by the government, especially to the USA, UK, and European western countries,
seeking relevant knowledge and skills. One other aspect of government support to Libyan
industrial companies was to establish either a HR department or a Management and
Training Development (MDT) unit within each public company. However, these
companies are negatively influenced by their surrounding environment of traditional
social, economic and political factors. This has imposed some constraints on MTD, and
hindered the accomplishments of their gaols (Agnaia, 1997).

The responsibility for training and development in Libya is now shared between the
Ministries of Planning, and Treasury (Agnaia, 1996) but organisations face difficulties in
obtaining information, and the finance they request for trainees. Moreover, there is little
effort to align the training syllabi to the economy’s needs. The current educational system
is not effective for meeting the growth and opportunities for the 21st century (BanutuGomez, 2002). (Abdul-Khalik, 1998) revealed that the allocation of funds required for
participation in training programs for instance, is to a large extent, subject to personal
connections and tribal recommendations. The prevailing cultural mindset in developing
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economies such as Libya shows that the lack of appropriately trained employees
contributes to low returns on investment in the industrial area. Despite these problems,
some managers are reluctant to join training and development programmes because they
consider this as an acknowledgment of incompetence, with obvious adverse consequences
for their careers and social status, (Agnaia, 1996). (Abdul-Khalik, 1998) further reported
difficulties related to Management and Training Development programs:
•

Training and development abroad may not appear attractive to employees due to
the government’s strategy of reducing the allowance paid to the trainee, and also
for the limitations placed on his/her salary until the course is completed.

•

Political decisions frequently made by the High Cabinet have led to instability in
Libya’s relations with several foreign countries. This makes it difficult for
overseas experts to visit Libya, or alternatively, for Libyans to attend conferences
and courses in foreign countries.

•

There are also economic factors that contribute to the ineffectiveness of training
and development programmes. Inflation, for instance, is high. Wages and salaries
were fixed during the period of inflation following United Nation’s restrictions on
trade with Libya and as a consequence, cash-starved organisations found
investment in training and development an easy way in which to acquire savings.
However, such restrictions were lifted in 1999 and the Libyan economy has
improved with a GDP real growth rate of 3 % (2001 estimates).

Libya embraced, with some enthusiasm in the 1970s, the Libyanisation policy which
demanded the nationalization of foreign owned enterprises. However, this policy could
not be properly implemented, due to a lack of qualified people who could take over the
key positions (Ben-Omran and Kreshman, 1984; Agnaia, 1997). Agnaia (1996) reported
that political and cultural factors impacted on effective managerial practices in Libya and
that public enterprises had difficulty in recognising employees’ training needs. This has
led most companies, mainly in the private sector, to recruit from other countries to fill
staff shortages. However, foreign workers face some restrictions before they can be
employed in the public sector. These restrictions result from the selection criteria imposed
by the Libyan Government. Elmahdawi (1995), refers to the selection criteria as follows;
the potential employee must be a Libyan citizen, have a good reputation and be well
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mannered, meet all the conditions of employment, be medically capable of performing the
job, if married, be married to a Libyan citizen (with possible exemptions from the
‘General People’s Committee’ (GPC) ), have no criminal record, and be over 18 years of
age (Elmahdawi, 1995). Agnaia (1997), reported that Libyan managers, including those
who manage the Management and Training Development (MTD) units, need to be ready
to adapt their policies to any changes in the surrounding environment, by having a greater
knowledge of modern management techniques (Agnaia, 1997). For successful TQM
implementation, training and education are necessary for sustaining organizational growth
and advancement and these are considered by all of the Awards to be one of the pillars of
Total Quality (Crosby, 1979; Kanji, 2002; Das, Paul et al., 2008). Training for both
managers and workers is also an essential component of a process for prevention of errors
(Kassicieh and Yourstone, 1998; Kanji, 2002). However, training by itself does not
guarantee success of TQM implementation. It must be strategically aligned with
performance evaluations based on quality outcomes. Performance evaluation for TQM,
coupled with the necessary training, is a combination that can support the extent of TQM
success (Kassicieh and Yourstone, 1998). Some of these conditions are still to be met in
Libyan organizations.
3.5 The adoption of Information Technology & Information Systems in
Libya (IT&IS).
Internet sources, as of mid-2004, were unable to provide information relevant to
technology innovation in Libya. The following, therefore, depends largely on a
conducted survey by a Libyan author Twati (Twati and Gammack, 2006) and the
experience of the present researcher.

In developing countries, many organisations have recognized the role of IS/s for
improving their economies as well as improving the efficiency of their business,
communications systems, and processes. This is also true of developed countries, that
have allocated considerable resources for the adoption of IS and commenced to develop
infrastructures to support the transformation of information in a more reliable and
quicker means (Straup, Loch et al., 2001). Those developing countries using IS found
further financial support from the funding of many businesses to develop applications,
perform training, and offer basic products and services to promote economic renewal
and improve their capability to better serve nationwide interests. Although some
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organizations are moving to expensive Enterprise Systems (ES), other countries still
lack basic IS/IT infrastructures. this is not because of insufficient funds to afford the
technology, but rather because of a variety of other barriers which prevent them from
acquiring it (Twati and Gammack, 2006).

In Libya, technology utilization is, at present, minimal. Although Libya has the lowest
penetration and user rate of IT in the region, its growth rate of 1,500 percent in internet
use is higher than other countries in the region. This is a sign of a change in the
country’s development of the internet and its technology infrastructure, which will
influence the general adoption and innovations of IS. Table 3.2 shows some selected
countries in the Arab region with the number of internet users in 2004 in proportion to
their estimated populations, the percentage of growth in internet usage between 2000
and 2004, the percentage of the population penetration and the total percentage of users
in the country (Twati and Gammack, 2006). IT could be utilized to maintain a
comprehensive database of internal and external customers, to improve process
management, and to support quality performance. The flow of information strongly and
positively influences the achievement of quality performance as (Forza, 1995) and
(Ang, Davies et al., 2001) found when they empirically examined the role of IT in TQM
environments. Their results found that IT benefits TQM implementation in the
‘important innovations’, the ‘information and analysis’, the ‘output quality assurance’
and ‘human resource utilization’.

Table 3.2: The use of the Internet usage in selected Arab countries
Country

Internet
users, 2000

Internet
users, 2004

Use growth
(2000-2004)

Percentage
of population
(penetration)

Percentage
of users

Kuwait

Population,
2004
(estimated,
in millions)
2.04

150,000

567,000

278

27.7

3.4

Libya

7.52

10,000

160,000

1,500

2.1

1.3

Oman

3.23

90,000

180,000

100

5.6

1.1

Saudi
Arabia
UAE

23.33

200,000

1,500,000

650

6.4

8.9

3.34

735,000

1,110,200

51

33.2

6.6

sources: adopted form (Twati and Gammack, 2006)
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In summary, although ahead of many of other developing countries in the region, Top
management in Libya is not keen to be involved in adopting IS projects due to lack of
education, skills, and the still prevailing traditional view of avoiding to adopt anything
which is new and uncertain. On the other hand, the younger generation is keen to
change to the new technology. The introduction of the internet and new educational
systems should make it easier for organisations to adapt to change in the near future.
The level of experience with technology is higher than a decade ago and the future of
technology looks encouraging and bright, if the barriers can be overcome.
3.6 Libyan industry- an overview
During the long embargo period of 1992-2003; Libya learned to become self sufficient
and many new companies were created to fill the industrial needs of the country. The
previous economic policies had adopted a range of targets, such as: achieving selfsufficiency by importing substitutions, establishing several factories, achieving a
balanced spatial development, and job creation. These outcomes were organized and
accomplished through commodity balances and a administrative commodity pricing
system in additional to incentives and support to various industrial sectors. The situation
has now changed. The opening up to world markets has given Libya not only
opportunities in the world oil and gas industries but also in other light and heavy
industries. The Libyan industrial sector has effectively contributed to achieving many of
those targets which were the main focus in the past. This sector has also contributed by
producing many of the local products which are provided directly or indirectly as inputs
to other products. Although The Libyan industry sector contributed only 5.33 % of GDP
in 2007, Table 3.3, the industrial sector is considered a major sector in the national
economy. The manufacturing sector registered its first positive growth in five years,
increasing by 1.8 percent (Central Bank of Libya, 2007). It is comprised of six main
industries: Mineral, Cement & Building Materials; Textile & Furniture; Food;
Chemical; Electronics & Engineering industry. The following sections will provide
general indicators related to this sector.
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Table 3.3: The sectoral distribution of GDP at constant 2003 prices, 2003-07
2003
2004
2005
2006
GDP by sector
(in Millions of Libyan Dinars)

2007

Mining
Manufacturing
Mining & Manufacturing
Total GDP in the country

24321.7
2538.5
26860.2
48709.3

23912.5
2358.4
26270.9
46132.0

22922.7
2252.5
25175.4
43561.6

21374.9
2118.0
234929
39622.1

20217.9
1991.9
22209.8
37360.7

58%
5.17%

59%
5.34%

59.4%
5.33%

(in Percent of Total)
Mining & Manufacturing/ Total GDP
Manufacturing/ Total GDP

55%
5.2%

56%
5.11%

Source: a published report by Central Bank of Libya, 2007.
3.6.1 Data collection in the Libyan industrial sector
The Libyan industrial sector has recognized the importance of data and developed a sound
data collection plan in order to gather data in the measurement phase. The Centre for
Industrial Information and Documentation (CIID) was established in accordance with
GPC’s Decree, 772, (1987). The aim of the centre is to support the Industrial and
Technical Information /Documentation activities including data collection of the LMI
&M, Decree 28 (2006). Manufacturing companies in the Libyan industrial sector, are
required to submit their information through Data Collection Forms (GPC, 2008). At
present, there are 15 Data Collection Forms. Their purpose is to facilitate the process
management and decision making by collecting data in different areas (e.g. production,
sales, local expenditures, liquidly, manpower, etc) (CIID, 2008). The sections below
provide some indication of this attempt to illustrate current deficiencies in the
performance of the Libyan industrial sector (CIID, 2007).
3.6.2 Production figures
The annual report 2007 showed manufacturing companies achieved 1893.154 Million
Libyan Dinar (L.D); this was up by 45 % over the production level of 2006 which
amounted to 1306.272 Millions L.D. This figure represents 66% of the total planned
production (2865.972 Millions L.D), (CIID, 2007). The following Figure 3.1 shows a
comparison between the target and actual production level over five consecutive years
(2003 to 2007).
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Comparison Between Target and Acual Production level

year 2003

year 2004

year 2005

year 2006

year 2007

Figure 3.1: A comparison between Target, and Actual Production level over five
consecutive years.
Source: Annual Reports (CIID, 2003; CIID, 2004; CIID, 2005; CIID, 2006; CIID, 2007)
obtained from Centre for Industrial Information & Documentation (CIID).

The figure above shows that there is a gap between target and actual production levels.
This indicates that Libyan manufacturing companies have always faced difficulties in
achieving the planned capacity production. However, a positive sign is that the achieved
production capacity continuously improved over the specified length of time (2003 to
2007). It is worthwhile to mention that the five companies, which included three
operating in Steel and Iron, Cement, and Petrochemical and those operating in the
Animal Feed Industry, together represent 74% of the total production. This is a strong
indication that the remaining manufacturing companies have a very low production
capacity (CIID, 2006). The contribution of each sub-industry is illustrated in the
following Figure 3.2.
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Comparison between contributions of the various
industries

12%
6%
43%

30%
8%

1%

Minerals Industry
Cement &Building Materials Industry
Textile & Furniture Industry
Food Industry
Chemical Industry
Electronics & Engineering Industry

Figure 3.2: A comparison between sub-industries in terms of their contributions
(production volume) to the Libyan industry sector.
Figure 3.2 shows that the highest proportion (43%) of the achieved production capacity
across the Libyan industry was contributed by the Mineral industry, followed by Food;
Electronics & Engineering, and Cement &Building Materials with 30%, 12%, and 8%
respectively. The Textile & Furniture Industry was the lowest in terms of its
contribution to the total production.
3.6.3 Stoppages and lost production
The total hours of non-productive time over year 2006 was 462134 hrs, or 57% of the
total work time, this was up 27% compared with non-productive hours reported in the
quarter report ended 30 September 2006. Non-productive FTEs are hours for which an
employee is paid but does no work; it includes vacation days, sick days, holidays,
education and training, funeral, and military leave. There are additional reasons for poor
production such as shortages of raw materials, faulty operating equipment, and spare
parts and technical stoppages (CIID, 2006; CIID, 2007). There seems to be no adequate
marketing strategy nor appropriate production planning to determine the total time
worked each year.
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3.6.4 The Sales Revenue
The manufacturing companies recorded annual sales of around 1599,724,000 millions
L.D at the end of 2007, which represented 85% of the total value of finished production.
The total sales represented value of 1599,724 Millions L.D; 75% for domestic sales and
exports 25%. The following Figure 3.3 shows a comparison between the total sales
revenues, domestic sales, and exports over five consecutive years (2003 to 2007).
Comarison between total sales revenues, domestic sales, and
Exports over five consecutive years

year 2003

year 2004

year 2005

Sales revenues

year 2006

Domestic sales

year 2007

Exports

Figure 3.3: A comparison between the total sales revenues, domestic sales, and exports
over five consecutive years (2003 to 2007).
Source: Annual Reports (CIID, 2003; CIID, 2004; CIID, 2005; CIID, 2006; CIID, 2007)
obtained from Centre for Industrial Information & Documentation (CIID).
According to the above figure, the following can be concluded:
• There was an incremental improvement in the total sales revenue over past five
consecutive years.
• Domestic sales constituted most of the total sales revenue. This indicates that Libyan
manufacturing companies focused more on the local market than international
markets.
• There is always a gap between the total production and the total sales. Table 3.4
shows the total sales revenue, and the ratio of the total sales revenue to the finished
production capacity. Accordingly, the gap between the total production and the total
sales was either positive or negative. For example, in 2007, the ratio of the total sales
to the finished production was 85%. In the years 2006, 2005, and 2004 the same ratio
was 116%, 128%, 126% respectively. This indicates that there was a fluctuation in the
63

total sales which led to either an overstock as in the year ended 2003, and 2007 or
exceeding the finished production capacity, as in 2004, 2005, and 2006.
• Export volumes constituted a small proportion of the total sales revenue. The highest
export volume achieved over the five consecutive years was 36% in 2003.

Table 3.4: The total sales revenue for the Libyan manufacturing companies over five
consecutive years.
Total value of local sales (in Millions L.D)
Performance Indicator

2003

2004

2005

2006

2007

Finished production
capacity
[X1]

837.435

913.514

1064.725

1306.272

1893.154

Total sales revenue
[X2]

699.811

1159.995

1360.960

1510.983

1599.724

Ratio= [X2/X1]

84%

126%

128%

116%

85%

36%

24%

27%

29%

25%

Percentage of Exports

Source: Annual Reports (CIID, 2003; CIID, 2004; CIID, 2005; CIID, 2006; CIID, 2007)
obtained from Centre for Industrial Information & Documentation (CIID).
It is interesting to note that the Libyan Iron & Steel Company accounted for 53% of the
total sales as well as 95% of the total export volume. A large percentage of the total
sales (81%) was accounted for by the five-companies mentioned earlier. This indicates
that the rest of the companies operating in the industry represent only 19% of the total
sales. In addition, these five-companies also represented 80% of the total liquidity
available in the industry sector while the remaining represented only 20%. However,
the Iron and Steel Companies accounted for 35% of the total liquidity. This is a clear
indication that the Industry Sector lacks sufficient liquidity. Overall, it is noticeable that
the majority of the manufacturing companies are contributing very little. This can be
attributed to e.g. low production capacity, and difficulties in marketing their products
either locally or internationally. The sales revenue figure represents the total amount of
products or services, in money terms, that these manufacturing companies have sold,
but not necessarily the amount of money they received. Therefore, measuring profit
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growth across Libyan manufacturing companies will be one of the Organisational
Performance measures considered in this study.
3.6.5 The local expenditures
The total local expenditure incurred during the above period was 404.703 millions LD.
This represents the cost of developing or providing non-consumable parts for the
product or system (capital expenditure).This category included raw materials and
operational expenses (40.5%); administrative expenditure and general needs (6.7%);
expenditure for wages and salaries (29%); expenditure on spare parts (3.7%);
Expenditure on Energy & Power Supply (4.4%); Expenditure for routine maintenance
costs (1.2%); and others (13.9%). It is worth noting that only a small percentage (0.3%)
of the total expenditure was spent on R&D programs and training (CIID, 2006). In
addition, only a small percentage of the planned training program was executed. For
instance, only 30 % of employees were permitted to attend training sessions and this
included 88% in-house training and 22% outside training (Third quarter report of the
Industry Ministry, 2007).
3.6.6 Manpower Facts & Figures
The total workforce employed in the industrial sector was 30921 and of this 97% were
Libyan nationals (CIID, 2007). The employment Figure 3.4 shows the distribution of
employment in the different sectors as follows: 30% (9276 employees) in the Mineral
Industry, 25 % in the Food Industry, 18% in both Electronics & Engineering and
Chemical Industries, 8 % in the Textile & Furniture industry, and 1% Cement &
Building Materials industry. In addition, Figure 3.5 shows that there is some stability in
the manpower figure over five consecutive years (2003-2007). This is due to the fact
that most were permanent employees on a low salary and an average labour productivity
equal to 39115 LD/year in 2006 (CIID, 2006). Figure 3.6 shows the total cost of
employees over the same above period of time. The current misdistribution of
manpower in the industrial sector is mainly due to the fact that there is no appropriate
employment policy in place in most of Libyan manufacturing companies. Employment
policy and guidelines need to be revised to assist companies to select the appropriate
number of employees (CIID, 2007). It is necessary to develop and implement an
enterprise HR plan and strategies based on an analysis of commonly found gaps in
strategies identified in department plans.
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Comparison between sub-industries in terms of the
number of employees

Minerals Industry
5565, 18%

Cement &Building
Materials Industry

9276, 30%

Textile & Furniture Industry
Food Industry

5565, 18%
312, 1%

Chemical Industry

2473, 8%
7730, 25%

Electronics & Engineering
Industry

Figure 3.4: A comparison between sub-industries in terms of the number of employees.
Source: (CIID, 2008).

Com parison betw een num ber of em ployees w ho left their job and those w ho
recruited
2500
Number of Employees

2140
2000
1359

1500
1000

749 703

500

681

696

618
273

516
252

0
year 2003

year 2004

year 2005

Employees left their job

year 2006

year 2007

Employees recruited

Figure 3.5: A comparison between sub-industries in terms of the number of employees.
Source: data taken from annual published and unpublished reports (CIID, 2008).
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A distribution of the total cost of the employees within the Libyan Industrial
Secor over five consecutive years

168,272
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145,386
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156,829
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129,549
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Total cost of em ployees ( Libyan Dinar LD)

Figure 3.6: A distribution of the total cost of the employees within the Libyan industrial
sector over five consecutive years. Source: data taken from annual published and
unpublished reports (CIID, 2008).

As illustrated in Figure 3.5, the total number of employees who left their job was quite
stable over the first three consecutive years (2003-2005). However, it sharply increased to
its peak to 2140 employees in the year ended 2006. Manufacturing companies over the
five consecutive years (2003-2007), recruited 38% to 94% of the employees. The smallest
gap between the total number of employees who left their job and those who were
recruited was in 2003, and the largest gap was in 2006. However, current reports do not
give any reason for employees leaving their job nor do they comment on why only this
small number of employees was left and the reasons for the small recruitment numbers.
There could be several answers to this all of which relate to HRM practices within the
Libyan industrial sector. This situation will be one of the dimensions proposed to
investigate implementation of TQM in the industry sector.
By reviewing some performance indicators related to the Libyan industrial sector based
on the annual published and unpublished reports over the five consecutive years (20032007), there are several reoccurring problems which are encountered by the Libyan
industrial sector:
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• A gap between target and actual production levels was manifest. This indicated that
Libyan manufacturing companies have always faced difficulties in achieving the
planned capacity production.
• Although the Libyan industrial sector is comprised of six sub-industries, their
contribution to the total achieved production capacity varied considerably.

The

highest proportion (43%) of the achieved production capacity across the Libyan
industry was by the Mineral industry while the lowest proportion was from the Textile
and Furniture industry (1%).
• There seems to be neither an adequate marketing strategy nor any appropriate
production planning prior to determining the total time worked each year. For
example, the total hours of non-productive time in 2006, was 462134 hrs, or 57% of
the total work time.
• Despite incremental improvement in the total sales revenue over the five consecutive
years, domestic sales constituted most of the total sales revenue. However, export
volume constituted only a small proportion of the total sales revenue, the highest
export volume achieved over the five consecutive years was 36% in 2003.
• Only a small percentage of the planned training program was successfully executed
and most was in-house.
• It was also noticed that the recruitment rate ranged from 38% to 94% of employees
over the five consecutive years (2003-2007).
3.7 Government Support to the Libyan Manufacturing Sector
Government encouragement in this sector includes the adoption of Law No 5 (1997),
Encouragement of Foreign Capital Investment, in which tax exemptions are given. The
PIB was established by resolution No. 189 in 2000 of the GPC. The PIB reports to the
General People’s Committee and has been delegated to execute the program of
transferring Public Companies and Economic Units ownership to the private sector. The
PIB aims to encourage foreign investors to assist local companies in their transition to
the use of new technology, to assist in the development of the Libyan technical
workforce, and to assist in the development of local products for international markets.
In order to promote the industry’s attractiveness to investors and sustain industrial and
export competitiveness, the export policy has been further reformed recently by
cancelling all customs duties on the majority of capital imports. Imports are no longer a
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monopoly of the Government and international investment is now both possible and
encouraged in manufacturing as well as other some sectors.
3.8 The Free Zones
The OTTFZ was established, Law No.9, (2001), of the GPC. It aims to regulate the Free
Zones in Libya. Its purpose was for the following:
1. To transit trade promotion and preparation of goods for commercial exchange
purposes and market requirements;
2. To encourage all kinds of manufacturing and technological operations;
3. To transfer and set up technology & acquire know-how and develop it by
freeing it from restrictions.
4. To open the scope of work and training of the local workforce.
5. To indicate the joint interest for both the national economy and investors.

In general, Libyan companies produce and sell only a percentage of the total required by
the Libyan market. Therefore, it is manifest that the main task of management is to find
investments in order to update and increase the capacity of the production plant. This
could be easily achieved if the company could offer a high quality product at a very
competitive price. Currently, there are foreign products that are taking up that part of the
market the local company can not cover due to the limited production capacity of its
plant, but, the fact is, that those imported products do not often reach the minimum
quality standards required. This is due to the fact that the Libyan government has
opened its market to foreign imports of goods and equipment but has not yet been able
to establish a regulatory procedure to verify the quality of those imported products.
3.9 Quality movement in Libya
The first Libyan Standard was published in 1964 and in the following year, the National
Technical Committee was formed, mainly specializing in Food, Chemicals, Building,
and Petroleum Products. In 1985 the National Centre for Standardization and Metrology
(LNCSM) was established by Decree N° 62 of the GPC and in 1990 the General
People’s Conference (Parliament) adopted Law N° 5 concerning standards and
measures and confirming LNCSM as the national body for standardization and
metrology, as well as the accreditation of products in Libya. The LNCSM was defined
by the GPC Decree N° 61 for 1991 (LNCSM, 2008). According to Law N° 5, “the
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National and International Standards approved by the Centre shall be binding and
applicable throughout the country. The LNCSM shall deal with all matters pertaining to
Quality Control, and the Preparation, Approval and Monitoring of Standards, as per
scientific and modern practice in the manner indicated in the decisions issued for
implementing the Law N° 5. Furthermore, according to the Decree N° 27, 2005”, the
LNCSM aims at implementing the National Libyan Program of quality improvement,
which is meant to meet the following objectives (GPC, 2008):
3.9.1 National Libyan Quality Program objectives
•

Awareness-raising in the field of Quality

•

Improve the quality of products and services in the business units;

•

Ensuring the accreditation system of Libya continues to support the needs of its
enterprises competing on a local and international levels;

•

Encouraging companies to improve their productive efficiency in the face of
both local and international competition;

•

Enhancing the quality infrastructure across the country;

•

To help consumers make better choices in the marketplace and support
consumer protection by the means of implementing quality assurance in various
areas such as food, manufacturing materials, equipments and machineries which
are imported or locally produced prior to be consumed;

•

To support continuous improvement in urban and rural living standards of all
residents.

The NLQP has five aims
•

Supportive activities and incentive schemes;

•

Standardization-Conformity (e.g. Testing, surveillance, inspection, auditing,
certification, registration, accreditation);

•

Training and rehabilitation in alignment with the international standards and
specifications;

•

Quality – appropriate Laws and Regulations that concern quality;

•

Tools and Techniques to be offered to improve quality;

•

To comply with the inspection mechanism for imported goods;
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The High Level Committee on LNCSM is currently headed by the Minister for Planning
and consists of senior officials from the Ministry of Training & Workforce, Energy,
Trade & Commerce, Higher Education, Transportation, General Board of Health Care
Planning, Utility of Agriculture development, Centre of Industrial Research, and the
Director of LNCSM. This large committee should ensure that the implementation of the
National Libyan Program of Quality Improvement will be better received more effective
and efficient (GPC, 2008).
3.9.2 The Libyan Quality Award (LQA)
The LQA was established according to Decree 427, 2009. It is aimed at all
organizations, whether Small, Medium, or Large, in manufacturing and service sectors.
The committee for LQA is headed by the Deputy Minister of Planning Affairs in the
Planning and Financial Ministry and includes seven other committee members; six are
deputy ministers representing:- Health & Environment; Libyan Ministry of Industry and
Trade (LMI&T); Utilities; Agriculture, Animal & Marine Wealth; Education and
Research; Transportation & Communications, and the seventh is the General Director of
the LNCSM. The aim of LQA is to supporting Continuous Quality Improvement in
Libya and its main objectives are:
•

To improve Quality awareness and the importance of its implementation,

•

To motivate the private and public sectors to implement the principles of TQM
across the country,

•

To enhance the Top Management in the organizations in order to achieve the
goals of TQM,

•

To motivate and enhance the culture of Continuous Improvement in both
manufacturing and service processes,

•

To urge the organizations to be obliged with national and international
specifications and standards,

•

To reward the best organization, which achieves top quality performance,

•

To increase the effective involvement of the organizations in enhancing the
country’s economy,

•

To focus on gaining the loyalty and building strong relationships with
customers, employees, suppliers, and investors by implementing the best
systems which helps in determining and satisfying their needs and expectations,
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•

To utilize the natural resources to improve the operational and business
performance on the organizational and national level.

•

To suggest training approaches which improve human resources, and makes
work conditions better on a continuous basis,

•

To measure, and benchmark performance levels across organizations
performance with competing organizations and improve performance results
over the time.

•

To increase the number of assessors, and experts, etc in quality assessment.

The committee of the LQA is further concerned with the following:
•

To specify Quality criteria and conditions required to win the reward,

•

To specify the slogan of the Award,

•

To identify procedures, processes required to assess an organization and to win
or withdraw the reward.

3.9.3 Total Quality Management in Libya
There is scarcity of literature on TQM implementation in Libya. However, a recent
study was conducted by Najeh & Chakib (2007) across some developing countries.
These included Malaysia, Palestine, Saudi Arabia, Kuwait and Libya. The study
compared and contrasted the quality vision and practice in these countries (mainly in
terms of determining critical success factors of TQM implementation and classifying
them into critical, important and minor quality factors across those countries). It is
therefore, useful to comment on the variables used for this comparative analysis
between these countries; one of the main variables in the study was based on the sector
classification of companies as well as their orientation. The sample of organizations,
from Libya, was selected from only the oil sector, which showed that the proportion of
the manufacturing companies in Libyan oil firms constituted only 39% of the total study
sample. This was in contrast to other countries in the study where the sample
organizations were selected from a mixture of sectors (manufacturing, service,
production, government and consultancy). This Libyan sample of organizations was
insufficient to represent the known culture of quality across all Libyan industries. The
principle of ownership as a comparative variable was used in the above study but most
selected companies in Libya are owned by the state (70%) followed by joint ventures
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(30%). Overall, there are 18 critical Quality factors CQFs in Libya compared with 22,
19, 21, and 19 CQFs in Malaysia, Palestine, Saudi Arabia, and Kuwait respectively.

The factors that were identified as critical to all the above countries, including Libya,
are the quality factor supplier-customer chain, problem solving and improvement
process, and quality management system and manual. On the other hand, factors
including benchmarking based on competition, quality approach and support services
and business process, and closer supplier relationship management were considered not
critical in Libya. Interestingly, all five countries except Libya rejected IT as a quality
factor which was presented as a Quality option to respondents. One factor, union
relations, was considered as ‘minor important’ in Libya, Palestine, and Saudi Arabia.
One outcome revealed in the study was that Libya had the highest number of important
factors. This indicates awareness of Quality in the Libyan sampled organizations.
However, the shortcomings identified in the above study are that the scope was narrow
(totally in the Oil sector) and the focus was on quality factors in terms of its importance
(critical, important, minor important) rather than on what are the principles and
practices of TQM at present in place within the selected organizations and to what
extent they have been implemented. Therefore, the main question needed to investigate
here is, to what extent are the TQM practices being implemented in the context of
Libya, particularly in the manufacturing sector and what areas need further
improvement?
3.10 Potential difficulties and possible solutions
1. Industrial investments decreased from 227.3 Millions L.d during 2002-2006
(45.46 Million L.D/year) to only 14.34 Millions L.d in 2007.
2. The yearly average of the total achieved production capacity dropped. The
Textile & Furniture and Electronics & Engineering industries contributed the
least to the total achieved production capacity. The total achieved production
capacity in the period (2002-2007) was 6455 Millions L.d, with a yearly average
of 1076 Millions L.d.
3. Incapability to replace some old production lines with new technology, which
led to delay in implementing a replacement policy and ultimately to increase the
unproductive time and decrease production volume.
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4. Instability in managing organisations and the lack of implementing
contemporary management systems. For example, High Cabinet decisions to
relocate, emerge, dissolve, cancel, or change ownership to other organisations
has been quite common practices over the last period.
5. There was little increase in the employment rate over this period because of the
shortage in developing current projects or executing new ones.
6. The industrial sector was suffering from a low exchange rate of the Libyan
Dinar against foreign currencies. This led to an increase in the cost of
production, particularly for those companies who rely on imported inputs to the
production processes.
7. Lifting the government protection (tariffs) on local products and opening up
markets to imported products with a weak monitoring of standards of imported
products has led to unfair competition.
8. The processes of previous ownership transformation was associated with some
difficulties; these processes were executed without preparing the concerned
organisations to be managerially, financially, or technically ready for such
transformation.
9. The assets value of some plants were exaggerated and varied considerably from
region to region.
10. The lack of proper treatment of redundant employees in some of these industrial
units.

As explained previously, the Libyan Industrial sector faces several problems which
were imposed by the previous economic policies such as the reliance on the government
budget to locally produce goods as a substitution for imported ones. This has resulted in
a monopoly of most of the local markets. To rectify this, the Libyan industrial sector
suggested a General Guiding Policy, Decree N0.144, 2006, which it is believed can
assist in eliminating past problems. Its main points are:
•

The need to establish small-sized businesses through the encouragement of this
sector and by providing loans and exemptions etc, but such new investments in
the public sector should not contradict its objectives.

•

To accredit the strategic policy that adopts competitive projects which relies on
local inputs, and integrates with other existing projects.
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•

To adopt modern systems that help in cutting costs and improve specifications.

•

To increase the volume of production business units that would be improved
after managerial, financial, and technical treatments are conducted.

•

To improve the work infrastructure through the establishment of industrial
complexes. This would decrease the total cost of projects and help to attract
local and foreign investors.

•

Encouraging participation of local capital in industrial investments jointly with
foreign investors. This requires conducting feasibility studies and promoting
those industrial projects that would be operated as joint ventures. This should
help local companies in transferring technology and benefiting from the
expertise of foreign companies in operating and marketing.

•

To target international markets by increasing the volume of exports.

•

To focus more on locally produced core goods, which rely heavily on local
inputs and support these products by ensuring a fair competition with products
imported from overseas.

•

To create new jobs.

•

To focus on the implementation of training programs which should be
comprehensive enough to cover all levels of the organisation.

•

To use IS/s in all stages of planning and execution.

•

To continue the transfer of the ownership of the economic units but taking into
account the negatives which coincided with the previous implementation
experience.

3.11 Summary
Libya is now working towards changing its socialist-oriented economy to a more
market- oriented economy, through applying for WTO membership, reducing subsidies,
and implementing a privatisation strategy. Government encouragement in this sector
includes the establishment of the PIB, the OTTFZ, the adoption of several laws
concerning the encouragement of foreign capital investment, and tax exemptions. In
relation to the Quality movement in Libya, the LNCSM was established as the national
body for standardization and metrology, as well as the accreditation of products in
Libya. The LNCSM aims at implementing the National Libyan Program of Quality
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Improvement, which is, in general, meant to raise quality awareness and to support
continuous improvement in all products and services in the business units. Opening up
to world markets has given Libya not only opportunities in the oil and gas industry, but
also in other fields related to both light and heavy industry. The Libyan industrial sector
effectively contributed to the achieving of many of the past targets and still contributes
in producing many of the local products which are provided directly to the market or
indirectly as inputs to other products. Although The Libyan industry sector contributed
only 5.33 % of GDP in 2007, the industrial sector is considered a major sector in the
national economy. However; the Libyan Industrial sector still faces several problems
imposed by its political, economic, and social systems. The HRM practices in Libya,
despite its oil wealth, appear to be still at an initial stage. Therefore, Libyan managers,
particularly whose those who manage the manufacturing companies, need to be ready to
adapt their policies to any changes in the surrounding environment, by understanding
more about modern management techniques. They need to eliminate resistance to
change, build Quality as a culture, satisfying internal and external customer
expectations and encourage continuous improvement. To accomplish these goals, top
management needs to be actively involved in establishing and communicating their
organisation’s vision, goals, and values for its quality program through a comprehensive
approach such as TQM. The next chapter will concentrate on the development of the
research framework which aims to implement TQM and measure its impact of the
Organisational performance.
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Chapter 4: Research Framework

4.1 Introduction
This chapter illustrates the theoretical research framework proposed to examine the
elements of TQM and their relationship with OP. It also includes the development of the
hypotheses which examine the association between some “soft” and “hard” TQM
elements, and the effect of the contextual factors (ISO 9000 Certification & company
size) on the implementation of TQM and OP in manufacturing companies in Libya.
4.2 Theoretical Research Framework
As previously explained in chapter one, the main focus of this study is to investigate in
Libya the extent of implementing TQM in Libyan manufacturing companies and the
relationship between TQM and Organisational Performance. The study also examines
the strength of the relationship between TQM and Organisational Performance in the
presence and absence of ISO 9000 Certification. Influences of both ISO 9000
Certification and company size on TQM implementation are also incorporated.

Based on an extensive study of previous research on TQM, six elements have been
recognised as being critical for its implementation. These are:
•

Top Management Commitment,

•

Customer Focus,

•

People Management,

•

Supplier Quality Management,

•

Process Management, and

•

Continuous Improvement

These elements represent the best way to promote the implementation of TQM as they
are strongly supported in several studies and in addition are supported in the criteria of
Quality Awards. The TQM literature has revealed that business performance
(Operational and Financial performance), is most directly affected by the
implementation of TQM principles (Flynn, Schroeder et al., 1995; Ahire, Waller et al.,
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1996; Terziovski, Samson et al., 1997; Hausner and Arndt, 1999b; Lee, 2004; Abas and
Yaacob, 2006; Fuentes, Montes et al., 2006; Yeung, Cheng et al., 2006; Sadikoglu,
2008). This indicates that adopters of TQM have achieved success in both their
operational and financial results. One of the more important expected relationships is
that between the implementation of TQM elements and Organisational Performance.
The present study proposes a theoretical framework that incorporates both TQM
elements and OP (see Figure 4.1). This will be based on the process described in
(Anupam, Handfield et al., 2000),where each variable was operationalized by:
•

being given a theoretical definition,

•

Identifying the dimensions,

•

Forming appropriate measures and

•

Specifying the relation between the measures and the construct.

As earlier stated, TQM has been defined as an approach to manage business in such a
way that it maximises the competitiveness of an organisation by continually improving
the quality of its products, services, people, processes, and environments (Goetsch and
Davis, 2000). These main components are in the six elements of TQM investigated in
this study. One of the most outstanding features of TQM literature is the lack of an
agreement by researchers on a TQM definition. There is neither a single theoretical
formulation nor a final list of practices. Many researchers have expressed the same
difficulty in their attempts to define the principles, practices and elements required for
Quality Implementation. However, revisiting the literature it is possible to identify a
group of dimensions where major agreement has been reached, and these are illustrated
in the extended theoretical framework of this research, Figure 4.2. The following
sections provide the development of six TQM elements, the identification of
organisational performance, and the relationship between TQM and OP.
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TQM elements
Organisational
Performance

Company-Size

ISO-9000
Certification

Figure 4.1: The research framework

• Top Management Commitment
Organisational Performance
• Customer Focus

• Customer satisfaction

• People Management

• Employee Morale

• Supplier Quality Management

• Defect rate

• Process Management

• Production Improvement(M1)*

• Continuous Improvement

• Sales Growth
• Export Growth
• Profit Growth
• Production Improvement(M2)**

Company-size

• Competitiveness

ISO-9000

*M1: in terms of the stoppage rate; **M2: in terms of the production capacity
Figure 4.2: The extended research framework
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4.2.1 The investigated elements of TQM
TQM is shown here as a management system that requires Top Management
commitment to focus on customer satisfaction as the ultimate goal by improving the
organisation’s process management. This involves all its employees and supplier/s using
continuous improvement as its basis. Essential to the ideology of TQM is the
conception that quality is fundamental to all processes of business, not only
manufacturing processes. Companies keen to adopt TQM principles should aim for
quality improvement techniques in almost every stage of product improvement,
manufacturing, distribution, administration, and customer service. The elements of
TQM strategy (independent variables) containing a set of critical factors (observable
variables) is suggested in the present study because it has been empirically examined
and proven by many QM researchers, see Table 4.1 below, and shown to sustain a high
content validity of TQM strategy element (Abas and Yaacob, 2006). The elements of
TQM investigated in this study are: Top Management Commitment, Customer Focus,
Supplier Quality Management, People Management, Continuous Improvement, and
Process Management.

Table 4.1: A summary of the supported studies to the six elements of TQM proposed in
the present study.
The Elements of TQM
Top Management Commitment

Customer Focus
People Management
Supplier Quality Management
Process Management

Continuons Improvement

Supported studies
(Ahire, Golhar et al., 1996a); (Claver, Tari et al., 2003);(Anupam,
Handfield et al., 2000); (Fuentes, Montes et al., 2006);
(Georgiades and MacDonell, 1998a); (Lau and Idris, 2001 ) ;
(Kanji, 2002); (Saraph, Benson et al., 1989a) ; (Zhang, Waszink et
al., 2000)
(Bartley, Gomibuchi et al., 2007) ;(Nwokah and Maclayton, 2006)
(Chapman and Al-Khawaldeh, 2002); (Lau, Zhao et al., 2004);
(Samson and Terziovski, 1999a); (Su, Chen et al., 2001)
(Saraph, Benson et al., 1989a); (Zhang, Waszink et al., 2000)
(Brah, Tee et al., 2002); (Claver, Tari et al., 2003); (Flynn,
Schoeder et al., 1994)
(Samson and Terziovski, 1999b); (Saraph, Benson et al., 1989a);
(Zhang, Waszink et al., 2000)
(Brah, Tee et al., 2002); (Claver, Tari et al., 2003);(Fuentes,
Montes et al., 2006); (Lau and Idris, 2001 ); (Huq and Stolen,
1998); (Sureshchandar, Rajendran et al., 2002); (Zhang, Waszink
et al., 2000)
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Because TQM elements are a set of latent variables, they cannot be measured directly.
For example, Customer Focus in TQM is not directly quantifiable. To evaluate this
element, substitute variables have to be used such as ‘Effective communications with
customers’, ‘Seeking and learning customers’ needs’, ‘The recognition of key customer
requirements’, etc. These variables are expressions of ‘Customer Focus’. To carry out a
field study, each variable would need to be measured with an item in a scale. These
items incorporated in the scale should satisfactorily span the scope of the construct for
content validity (Lawshe, 1975).
4.2.1.1 Top management Commitment (TMC)
Management commitment is the most crucial factor for the success of TQM and its lack
is the most often cited pitfall. Without a positive commitment any strategy for change is
likely to fail (Kanji, 2002). A key challenge for leaders is to effectively manage the
relationship between the organisation’s Vision/ Mission statements/ Strategies, and
Values. Together, the Mission and Vision statements give direction to an organization,
and function as a compass or road map, leading to better performance (SA and Kanji,
2003). TMC to quality and leadership must be demonstrated by developing and
communicating the organisation’s vision throughout the organisation; Leaders are
therefore required to create a quality vision, reduce or minimise resistance to change,
initiate quality as a culture, meeting customer dynamics expectations and encouraging
continuous improvement. To achieve these goals, top management is assumed to be
actively involved in establishing and communicating the organization’s vision, goals,
plans, and values for its quality program (Dering, 1998; Zairi, 1999; Anupam, Handfield
et al., 2000; Parzinger and Nath, 2000; Lau and Idris, 2001 ; Kanji, 2002; Baidoun,
2004). A successful organization requires more than just sound business strategy; it
requires a quality culture to support the strategy. Therefore, top management needs to
anticipate change and make plans to accommodate it (Georgiades and MacDonell,
1998a; Kanji, 2002). TMC requires living the culture, aptly described by Juran, ‘do not
do what I say, but do what I do’ should improve customer orientation, empowerment,
and teamwork.

Senior executives should encourage subordinates to try out new ideas, reward and praise
their initiatives; be willing to allow time and allocation of resources to try new ideas
(Georgiades and MacDonell, 1998a; Anupam, Handfield et al., 2000; Parzinger and
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Nath, 2000; Kanji, 2002). Changes in the quality culture of an organisation takes place
when a leader provides stimulation with ideas that challenge tradition. Senior executives
need at the same time to insist on accuracy and reliability of all information and
communication within the organization (Fuentes, Montes et al., 2006).

The responsibility for quality improvement is not related to any one individual or a
particular aspect of an organization. Instead, it should be viewed as the responsibility of
all major departments within an organization. Accordingly, managers and supervisors
should allow employees to take necessary actions on their own initiatives and all
employees should be given the opportunity to share in implementing the organizational
changes (Georgiades and MacDonell, 1998a). However, it is not enough to establish and
communicate a vision; nor is it sufficient to state the purpose of the organization and
then conceive a strategy accordingly. Leaders have to see that the essential day to day
activities are carried out and establish mechanisms that put into operational terms what
were intended in the vision/mission statement, and what is necessary to carry out the
organization’s strategy (Kanji, 2002). Rather than planning, running, and controlling,
management’s role must be directed at driving, involving and assessing (Fuentes,
Montes et al., 2006). The TQM transformation will be successful if top management
requires and ultimately institutionalises an honest organisational-wide conversion that
includes the quality of management in each subunit of the organisation and leads to
change in management quality or the replacement of managers; the quality of overall
management is reliant on the capacity of the senior team to develop a whole hearted
commitment to TQM and make decisions that are consistent with it (Beer, 2003).

Based on the above emphasised importance of Top Management Commitment (TMC)
in implementing TQM in an effective and efficient manner, the following practices were
considered in the design of the questionnaire in order to evaluate to what extent TMC is
being practised. These are:
•

The active involvement of top executives in establishing and communicating the
organization’s vision, goals, plans, and values for quality program;

•

Top management anticipation of change and the making of plans to
accommodate it;

•

Managers’ insistence on the accuracy and reliability of all information and
communications within the organization;
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•

The allocation of adequate resources towards efforts to improve quality;

•

Viewing quality as being more important than meeting production schedules;

•

The evaluation of top management based on quality performance;

•

The need for top management to deliver the message that all major department
heads within the company are responsibility for quality within these
departments.

•

Managers need to ‘walk the talk’ and not to ‘talk the talk’; top managers have to
act as role models.

• Faith, trust and confidence in managers are critical factors enhancing top
management commitment. Managers further need to pursue long-term business
success.
4.2.1.2 Customer Focus (CUSF)
It is not surprising that issues related to CUSF and satisfaction receive the largest
coverage in the TQM literature, given the major push toward customer satisfaction
orientation in virtually all types of businesses (Sila and Ebrahimpour, 2002 -b). As stated
by Garvin (1988), companies emphasizing different quality control and management
approaches can be classified into four broad categories: inspection, Statistical Quality
Control (SQC), quality assurance, and strategic quality management (Lau, Zhao et al.,
2004; Yeung, Cheng et al., 2006). According to Garvin (1988), the first stage in pursuing
quality improvement is inspection which is mainly focused on narrow, simple activities
such as counting, grading, and sorting. The subsequent three stages include: the use of
quality control (e.g. process control, and sampling techniques) and QAS/s that are aimed
at evaluating and improving quality in a scientific and economical way; to recognize the
need for TQC in areas ranging from new product design to customer service, with much
broader implications for management, respectively. The fourth stage in the move toward
quality is strategic quality management. In this stage, the strategic aspects of quality are
acknowledged and supported by top management in the strategic planning process.
Garvin views Quality as a potential approach to maximizing a company’s competitive
opportunities and not to be viewed in a defensive, negative way. As a consequence,
Quality needs to be defined from the perspective of market competition and customer
expectation, instead of predetermined, internal standards or design specifications. To

83

reach this stage in the move toward Quality, a change is required in the corporate culture
and organizational commitment to the continuous improvement of Quality.

TQM is an approach to Quality that emphasises the involvement and commitment of
every employee in an organization in order to provide quality products and services to the
satisfaction of their customers (Arawati and Mokhtar, 2000a; Arawati, 2001; Saravanan
and Rao, 2006).

Many new products have been introduced, perfectly manufactured

according to technical specifications, only to fail in the marketplace because they failed to
respond to evolving customer needs and preferences (Arawati and Mokhtar, 2000a).
Ishikawa found that an organization’s primary purpose is to stay in business, to promote
the stability of the community, and to generate products and services that are useful to
customers, and provide a setting for the satisfaction and growth of its shareholders
(Ishikawa, 1985). Quality is not only a measure of product quality and its technical
aspects; it also concerns the processes in the company or organisation that ultimately
satisfy customers. Therefore, TQM is a means to streamline production but, most
importantly, also to create satisfied and hopefully faithful customers. The customers are
the judges of the company and it should be remembered that there are customers both
inside and outside the company (Ljungstrom and Klefsjo, 2002; Zairi, 2002; Dwivedi and
Maffioli, 2003). Customer-focus is a central tenet of market orientation; it is a set of
beliefs that puts the customer’s interest first but does not exclude those of all other
stakeholders such as owners, managers, and employees, in order to develop a long-term
profitability(Nwokah and Maclayton, 2006).

The external customer is the person who purchases the product or service of the company.
Employees are the internal customers of the company. Both types of customers are
associated with the value of a product. By being close to internal and external customers,
employees feel a stronger sense of responsibility to ensure that product/ service is defect
free through understanding the customer’s needs and wants (Dwivedi and Maffioli, 2003;
Palo and Padhi, 2003). Therefore, the main mission of total value management is to
provide total value for the lowest cost in the least amount of time, which satisfies the
customer and allows the company to make a fair profit. Accordingly, organizations must
know the wants, needs, and desires of their customers, the end users of their products or
services. Therefore, the company’s main aim should be to concentrate on the customer’s
needs and to execute the strategies to evaluate these requirements (Dwivedi and Maffioli,
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2003). Questioning the factors which could facilitate this customer focus and how it could
be measured in organizations has continued to engage the attention of researchers. The
question that is raised here is: how and to what extent are customer-focused activities
implemented in our business processes? To provide an answer to this question, different
common practices used in measuring the dimension of CUSF are adopted from (Narver
and Slater, 1990; Samson and Terziovski, 1999b; Nwokah and Maclayton, 2006; Bartley,
Gomibuchi et al., 2007).

Creating customer-orientated organizations requires meeting external customers’
current

and

future

requirements

(both

in

terms

of volume

and

product

characteristics).This requires an organization to establish a wide variety of mechanisms
for customers to contact the organisation easily and effectively as well as other broad
mechanisms for seeking and learning of customers’ needs and expectations. It is not
only necessary to listen to the customer’s view but also analyse and understand these
needs. As a result, customer information and complaints, including trends of results also
need to be analysed. Therefore, organizations need to place customer satisfaction at the
top of their agenda, establish goals and systems that enhance customer satisfaction, take
into consideration the wants and expectations of both internal and external customers,
and to monitor changes in customer preferences and, to some extend anticipate them.
Overall, organizations can move towards a customer-focused culture by focusing on six
characteristics of customer-focused culture. This begins with the focus of leadership’s
role in adopting a customer-focused culture which considers customers are the driving
force of organizational direction and actions; then, by listening to customers’ views;
analysing and understanding their key requirements as well as expectations; embedding
this customer-focused culture throughout the organization; integrating their needs and
wishes and acting upon them; and ultimately reviewing and improving issues related to
CUSF.
4.2.1.3 Supplier Quality Management (SUPM)
The importance of supplier relationship is widely emphasised in the literature because
materials and purchased parts are often a major source of quality problems (Arawati and
Mokhtar, 2000b). TQM requires close cooperation with the vendors in order to create
long-term relationships and agreements with a few key suppliers. Suppliers are regarded
as almost part of the company (Ljungstrom and Klefsjo, 2002). Although the success of
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a business practice such as TQM depends on its ability to satisfy the interests of various
stakeholders, companies also need to select a few reasonably dependable suppliers
based on the evaluation of their capability and commitment to product and service
quality (Baidoun, 2003). The quality of the end product is directly related to the quality
of raw materials and equipment supplied by the vendors. Because of this, the keeping of
records is very important for the purpose of problem identification and the improvement
of supplier/vendor processes (Öztas, Özbay et al., 2004).

The amount of waste due to lack of a supplier development program, is costly and
causes more than a little confusion. Companies need to move from the typical supplier
relationship to a supplier development programme which encourages participation and
action(Claunch, 1993). They also need to consider supplier audit records and to show
evidence of previously demonstrated ability determining the type and extent of
supervision applicable to the purchased materials/services (Baidoun, 2004 -b).
Companies should suggest improvements, training and use of new technology for those
suppliers that perform beyond the companies’ expectations. When a company knows
how to work effectively with its suppliers, the number of suppliers can be reduced and
long-term relationships developed (Su, Chen et al., 2001). Partnership development is
one of eight fundamental concepts which undermine the EFQM model. It demonstrates
how an organization works more effectively when it has mutually beneficial
relationships, build on trust, sharing of knowledge and integration, with its suppliers’
(Kanji, 2002).

Claunch (1993) suggests three steps for supplier development. These are:- first,
preferred supplier status which results in supplier reduction and signing a long-term
agreement with a preferred supplier to work with for the achievement of mutual
beneficial goals. Second, the qualification of a supplier which involves a pre-survey,
qualification survey, and part certification evaluation. This step aims to determine
which suppliers are acceptable. Third, the supplier is given a “Certification” status,
when the supplier provides 100% quality, on-time delivery, and correct counts. Once
the previous criteria are performed, the part is certified and no longer needs the old
receiving inspection and counting that delays a product at the receiving dock (Claunch,
1993). Since the successful implementation of TQM depends largely on assembling
cooperative and reliable suppliers, manufactures tend to make a detailed assessment of
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potential suppliers. Therefore, TQM is often perceived as a supplier’s performance
evaluation program (Lee, 2004). Zhang, and Waszink et al., (2000) briefly outlines
some of the common practices implemented by some organizations in supplier quality
management: they include the need to establish long-term co-operative relations with its
suppliers, regularly participate in supplier quality activities, possess detailed
information concerning supplier performance, provide feedback on the performance of
the supplier’s products, and regularly conduct supplier quality audits, and regard
product quality as the most important factor for selecting suppliers. In line with this,
(Curry and Kadasah, 2002a) suggested useful common practices in enhancing supplier
relations; these are: the need to establish long-term contracts; joint quality planning;
provide suppliers with clear product specification data; provide technical assistance; and
rely on a few dependable suppliers.

Likewise (Saraph, Benson et al., 1989a; Antony, Leung et al., 2002) proposed common
practices that need to be considered by a company when evaluating a possible supplier
partnership. They suggest that suppliers should be selected on quality instead of price or
schedule. A company needs to provide technical assistance to suppliers in order to
improve their quality and responsiveness, to involve its suppliers in the product
development process, and to clarify specifications provided to suppliers. Furthermore,
researchers have emphasised the need for a company to have detailed information
concerning supplier’s performance with particular reference with the use of a ‘supplier
rating system’ as a possible way to measure supplier performance. However, there are
other ways a company can measure its suppliers’ performances, among these are:
subjective judgment, quality of supplier products, number of rejects and defects,
credible, timely delivery, a vender rating system, failure mode and effect analysis,
suppliers’ engineering capabilities, and their financial capabilities (Curry and Kadasah,
2002a). A company also has to measure the extent to which suppliers have programmes
to assure quality of their product/service (Antony, Leung et al., 2002). The companies
must ask for the statistical process control of the raw materials that they purchase from
their suppliers/vendors and provide this to their customers when requested (Öztas,
Özbay et al., 2004). A study conducted by (Lo, Sculli et al., 2006) divided SQM
practices into three components namely: supplier selection, supplier development and
supplier integration. The study further revealed that quality is an essential supplier
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selection criterion and buyer-supplier relationships can be supported by a qualityconscious purchasing policy and effective communication.

In manufacturing organizations, where the major focus is on a quality product, the role
of the purchasing department is to sustain quality, rather than, cost minimisation. A poor
quality supplier product leads to extra cost for the purchaser and reduces the quality
image of the ultimate product. Accordingly, the responsibility of the supplier in
maintaining the finished product quality is critical for the organization. Establishing
long-term cooperative relationship with suppliers; regularly participating in supplier
quality activities and giving feedback on the performance of the supplier’s product are
essential to guaranteeing the continuous supply of raw materials with the required
quality (Zhang, Waszink el al., (2000) cited in (Chowdhury, Paul et al., 2007)).
Although supplier quality management is a significant factor, it is not directly
measurable. To measure this factor, selected variables, including the company’s longterm cooperative relations with the supplier, feedback on the performance of supplier
product, participation in supplier activities relating to quality, information about
supplier performance, regularity of conducting supplier quality audits, reliance on few
dependable suppliers and maintaining quality, rather than, cost minimisation will be
used in the questionnaire here. The selected variables are expressions of Supplier
Quality Management and have been used in others studies (Saraph, Benson et al.,
1989a; Zhang, Waszink et al., 2000; Chowdhury, Paul et al., 2007).
4.2.1.4 People Management (PEM)
TQM is an essential means of organizing and involving the whole organization, every
department, every activity, every person at every level (Su, Chen et al., 2001). An
employee focus is also a crucial determent in the success of TQM implementations
(Arawati, 2001). Auditing employees’ behavioural traits dur ing the recruitment and
selection process is essential for attaining superior competitiveness. Paying attention to
recruitment and selection is consistent with one of the fundamental principles of quality
management, which is, that prevention is better than a cure. It is hard to adjust (cure)
negative behavioural traits of employees. As a result, it is better to check for desired
behavioural traits during the recruitment and selection process in order to avoid
inconsistency between the technical and social system (Rees and Doran, 2001; Ahmad
and Schroeder, 2002). Companies must develop a long-term relationship of loyalty and
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trust with their employees in order to implement TQM successfully (Chapman and AlKhawaldeh, 2002; Warwood and Antony, 2003). TQM theory emphasizes the
importance of sharing the internal and external information equally among all
employees in order to encourage them to become responsible for quality improvement.
It also refers to qualitative characteristics such as: customer orientation, quality culture,
teamwork, and employee empowerment and involvement (Vouzas and Psychogios,
2007).
One common way to involve employees on an individual basis is the use of a
Suggestion Scheme. Employees’ good suggestions should be implemented after being
evaluated. It is further suggested that organizations can use methods such as crossfunctional teams, within-functional teams, QC circles, Voluntary teams, and suggestion
activities for encouraging employee participation (Zhang, Waszink et al., 2000). Yong
and Wilkinson (2003) pointed out that involvement by ‘management appointment’
means that involvement in team activities are no longer left to chance but part of their
work responsibilities. While this may seem to be in contrast to the true QM philosophy,
it appears necessary in the Libyan context where voluntarism in work improvements
does not yet come naturally. The essence of employee involvement is that the
employees closest to a problem or opportunity are in the best position for making
decisions in quality improvement if they have control of the improvement process.
Increased involvement means more responsibility, which, in turn, needs a higher level
of skills (Sun, Hui et al., 2000).
Training and education are necessary for sustaining organizational growth and
advancement and these are considered by all of the Awards to be one of the pillars of
Total Quality (Crosby, 1979; Kanji, 2002; Das, Paul et al., 2008). Training should be
provided to allow employees to attain higher skills and should include training in
techniques such as, statistical methods and managerial skills in decision making,
leadership, team building, safety, etc. (Aly and Schloss, 2003) (Sun, Hui et al., 2000).
An organization needs to regularly organise TQM training programmes to create quality
awareness among employees in order to familiarise themselves with different QM
concepts and methods. Training schemes need to be correctly organised with equal
focus on behavioural skills; team building and group centred activities; enhancing
communication competencies, Customer value training (both external and internal) and
89

making training relevant to employees’ individual work situations (Palo and Padhi,
2003; Warwood and Antony, 2003). Training for both managers and workers is an
essential component of a process for prevention of errors (Kassicieh and Yourstone,
1998; Kanji, 2002). Training is imperative but it can be costly if the money is not spent
wisely. The training must be allied to needs, expectations, and process improvement. It
must be planned and its effectiveness must be reviewed consistently (Oakland, 1993).
Performing training programmes alone does not guarantee TQM success. They must be
strategically aligned with performance evaluations based on quality outcomes
(Kassicieh and Yourstone, 1998).
Employees commitment to TQM will not be maintained unless tensions between the
higher control imposed by TQM and the high commitment and motivation needed to
ensure continuous learning is addressed (Beer, 2003). Teambuilding is the ideal which
maintains all the members focused to the organization’s main goals and it should not be
ignored at any level. Top management should focus on building a strong and cohesive
team, impressing upon every member of the team to maintain process efficiency at
maximum, by optimum resource conservation (Kakkar and Narag, 2007). Effective
communication is a fundamental factor for the success of TQM particularly in
teamwork, training, employee involvement and empowerment, and all other areas of
modern management practices. Accordingly, all employees must be aware of objectives
and processes. Feedback relating to problems and improvement must flow efficiently
throughout the organization (Goetsch and Davis, 2000). The essence of the quality
improvement process, which requires involving each and every employee to personally
focus on improved performance in the task he or she has been assigned to do, needs an
environment of open and honest communication throughout the whole organization and
communication competencies of employees (Palo and Padhi 2003; Nusrah Samat 2006)
(Chapman and Al-Khawaldeh, 2002). Besides, informal communication needs to be
fostered (Samat, Ramayah et al., 2006).
Employees should be rewarded by their contribution to the organization, their skills and
experience, irrespective of age, sex or any other traits, which are unrelated to the
function they perform (Tan and Tan, 2002). Many managers favour recognition such as:
letters of commendation, tokens of appreciation, flowers, and mention in the company’s
newsletters or paying for employees’ participation, although most believed that
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monetary incentives can easily detract workers from the proper meaning of the
suggestions scheme (Yong and Wilkinson, 2003) but whatever scheme is used it should
produce improvement in the capacity of employees to identify and develop their
potential and subsequently produce employees satisfaction. It was further stated that if
TQM programmes are to be successfully operationalized, the personal security concerns
of all those involved need to be addressed. Well-conceived training, mentoring, and
feedback systems have confirmed that they serve central roles in eliminating employee
resistance to change (Jun, Cai et al., 2004).

In summary, people management is also a crucial element in the success of TQM
implementation. The selection and recruitment process in the organisation needs to be
effective, in terms of its objectivity, ‘right man for the right job’. Therefore, an
organisation has to use work values and ethics as criteria for employee selection.
Promotion and career development programmes that emphasise QM in the organization
are also critical. Organisations further need to focus on the concept of the ‘internal
customer’, and this concept has to be understood across the organisation. Removing
barriers to improvement is necessary for TQM to work effectively in an organization.
Therefore, communications have to be open and continue in three directions: up, down
and across. Training provides an opportunity for communication of new organizational
strategy, innovative values, new tools, and new methods of performing work.
Accordingly, a company has to concentrate on ongoing development of personnel by
establishing extensive training programs that cover all aspects of TQM. Companies
further need to assess their training plans periodically and to develop a necessary action
plan with the use of QC/s, Quality Improvement Teams, or Suggestion Systems, a
company can both involve employees on an individual basis and encouraging employee
participation. Ideas generation, alternative evaluation and consensus building to solve
problems can also be entitled with the use of a team approach. The Occupational Health
and Safety practices have to be manifest and fostered at all times. TQM theory
emphasizes the importance of sharing internal and external information equally among
all employees in order to encourage them to become responsible for quality
improvement. Recognition and reward practices have to be effective in inspiring
employee commitment to quality improvement. Finally, as employee satisfaction is one
of the required considerations in investing in people, this needs to be measured formally
and regularly.
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4.2.1.5 Continuous Improvement (CONT_IMP)
Kaizen, the Japanese term is often considered synonymous with CONT_IMP. There are
at least three types of Kaizen: individual, group, and management oriented. The last is
considered to be the most important one because it focuses on the company strategy and
requires the involvement of every employee. Individual oriented kaizen focuses on the
concept of bottom-up approach in which the employee suggests recommendation to the
problem faced. The group oriented kaizen requires employees to work in teams or
circles with the aim of finding and fixing problems existing during their business day
without any intervention from management (Imai, 1986). This principle concerns
improvement-related activities and emphasises the importance of improvement through
time, cost and product studies and of identifying actions for improvement through an
adequate structure, based principally on a Quality Committee and person responsible for
quality, with the occasional support of an efficient information management system, as
the foundation for decision making (Yusof and Aspinwall, 1999; Claver, Tari et al.,
2003). Information should be communicated to employees as a means of urging them to
perform their job better. In addition, the need for evaluation is for improvement rather
for criticism (Zhang, Waszink et al., 2000). There is a concern that measurement is seen
as a threat rather than a necessary part of quality improvement as is the case in some
developing countries (Al-Zamany, Hoddell et al., 2002). Methods such as Plan, Do,
Check, Act (PDCA) cycle, seven quality control tools are effective for process control
and improvement (Zhang, Waszink et al., 2000). Business Process Improvement (BPI)
is a broad term that involves a range from incremental CONT_IMP on one hand to
radical re-engineering of the business and its processes or consider Business Process
Re-engineering (BPR), on the other. The new improved process may, for now, be
meeting all that is required of it but customer needs are always growing, demanding
changes to the way the process runs. There will be a continuing demand to decrease cost
and cycle time, and new technology capabilities emerge, all of which will require
continuously improving the process (Povey, 1998).

Total Quality demonstrates BPR, a philosophy recognized to be based on dramatic
improvement, or what Juran calls breakthrough, if it is necessary. For Juran, the
improvement method corresponding to Deming’s Plan-Do-Check-Act (PDCA) cycle,
can be understood in the six scientific steps of problem-solving (Taiwo, 2001). For
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others, TQM emphasises the importance of stability and gradual improvement, it could
be appropriate for already successful companies wishing to keep and steadily improve
their market position. BPR advocators have criticized quality initiatives for working
within established structures and territories rather than transforming them (Yong and
Wilkinson, 2001). In the new business environment remaining competitive means
providing better products quicker and with less cost through more collaboration, better
communication, and greater commitment. The presence of adequate tracking systems to
track cost of quality such as rejects, waste, rework, will facilitate CONT_IMP
(Thiagaragan, Zairi et al., 2001).

Although the nature of the manufacturing and the service industries are not the same,
they face similar problems in realizing the full benefits of TQM. Therefore, the
solutions to these problems will also be similar (Huq and Stolen, 1998). Thus, an
organization is committed to customer satisfaction through CONT_IMP (Kanji and Yui,
1997). ISO 9000 is publicized as a means of providing a foundation for CONT_IMP
because it allows a clearer understanding of the present system and ensures that this
understanding is common to all and is in a documented form (Arawati and Mokhtar,
2000b). Kaizen also plays an important role in the CONT_IMP process (Wali, Gupta et
al., 2000). The issues of CONT_IMP in the quality of the product provided to the
marketplace and its relation to customer satisfaction are becoming more important on a
global basis (Arawati and Mokhtar, 2000a). It is believed that the implementation of
TQM in S&M-sized companies should not be a fully developed approach but a gradual
progression and selection of appropriate quality tools and initiatives and when
mandatory, with the ultimate aim of CONT_IMP in the organization. It is suggested that
planning, education and training be held as a trial run in a few areas or on a few
machines in order to review effectiveness and improve, if necessary, and aim to
ultimately standardise these procedures to become part of the organization’s practice.
This cycle can be repeated until total satisfaction is achieved and accepted as
contributing towards continuous improvement. A data collection system will be
necessary prior to execution of this system together with a pilot run. Improving waste
and defects, complaints or warranty claims are all good improvement processes (Yusof
and Aspinwall, 2000a).
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Continuous improvement has been the fundamental philosophy of TQM, but it is
contended that total quality can not basically confine itself only to this sort of
incremental, step-wise improvement. Rather, the focus is on the totality of an
organization, not just a single focus on ‘Quality’ (Taiwo, 2001; Yong and Wilkinson,
2001; Palo and Padhi, 2003). Moreover, the necessity for CONT_IMP in the
implementation of TQM is widely documented as one of 25 TQM practices found to be
the most common across 76 studies on TQM (Sila and Ebrahimpour, 2002 -a).
Monitoring performance and proving feedbacks are the key drivers for continues
improvement and defect prevention, which are considered as fundamental to TQM.
Total quality experts maintain that the way to improve the quality of work is to work
smarter, not harder. In order to do this, consistent instructive and supportive feedback is
essential (Palo and Padhi, 2003; Samat, Ramayah et al., 2006).

The principle of ‘Continuous Improvement’ (CONT_IMP) is measured by firstly
investigating the organizational culture where a belief in CONT_IM is exhibited
through strategies and actions at all levels of management (Huq and Stolen, 1998; Lau
and Idris, 2001 ; Sureshchandar, Rajendran et al., 2002; Claver, Tari et al., 2003;
Fuentes, Montes et al., 2006). Focusing on CI requires an organisation to frequently
measure the product and process quality (Brah, Tee et al., 2002), and use a programme
that aims at finding time and associated cost in all internal processes (Sureshchandar,
Rajendran et al., 2002; Claver, Tari et al., 2003), uses seven QC tools as well as the
PDCA cycle extensively for process control and improvement (Zhang, Waszink et al.,
2000). However, decisions regarding quality improvement always need to be based on
objective data (Brah, Tee et al., 2002) and information management is aimed at
supporting quality (analysis of data regarding business performance, cost and financial
aspects in order to support the development of improvement priorities) (Lau and Idris,
2001 ; Claver, Tari et al., 2003). The aim of evaluation is for improvement, not for
criticism (Zhang, Waszink et al., 2000), and quality values, principles and practices
which are adopted within an organisation are routinely reviewed and improved (Lau and
Idris, 2001 ; Claver, Tari et al., 2003).
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4.2.1.6 Process management (PRO_M)
The main idea behind PRO_M in TQM is that an organisation is a group of interlinked
processes, and that improvement of these processes is the foundation of performance
improvement. Deming’s view reveals that the treatment of organisational systems is
generally consistent with the use of this term in management theory. Effective PRO_M
will develop a sense of ownership in employees’ work, satisfaction, success coming
from the variation reduction, quality improvement, and process performance
optimization. Hence, quality processes are of great importance for delivering quality
products/services and satisfying customers’ needs (Deming, 1986a). Crosby (1979) also
stated that all activities carried out within an organization can be broken down into
fundamental tasks or processes, and that these fundamental processes are connected
together in a ‘quality chain’. As a result, all processes will have an effect on one
another. This approach will help an organization to put the customers’ needs central to
their operations so that when customers demand novel products or services, the
organizations can deliver them faster and easier, meeting the requirements by adjusting
its business processes accordingly (Yong and Wilkinson, 2001).
Every organization is a group of interlinked processes. A process here is defined as the
transformation of a set of inputs, which can include actions, methods and operations,
into outputs that meet customer needs and expectations, in the form of products,
information, services or generally results (Okland, 1993, p.14). This requires a company
to define, monitor and control the inputs to process, which in turn may be supplied as
output from a previous process. Thus, every single task throughout the organization
must be viewed as process in this way. The responsibility for quality in any
transformation process must lie with the operator of that process. The primary stage in
understanding the critical processes is to produce a set of processes of a common order
of magnitude. This method will ensure that the change becomes well-established, the
critical processes are identified and that the right people are in place to own or take
responsibility for them; and it will be the start of getting the processes team organization
up and running (Okland, 1993).

A process is defined here as a combination of inputs and steps to follow to produce
outputs (Kanji, 2002, p.46). A process-oriented approach requires an organization
having processes that are designed to meet the quality requirements; assessing the
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quality of its processes; determining which are the critical processes and selecting
adequate control points, applying appropriate statistical methods to control its processes
and using assessment results and benchmarking to enhance knowledge about processes.
All processes contain inherent variability. One of the main notions of QM is to
progressively reduce variation (Kanji, 2002). Therefore, organizational members should
always bear in mind that all their work is a process, which can have an effect on their
colleagues’ work, and ultimately the company’s output.
In all organizations there are processes by which work is done. In TQM the focus is on
studying these processes and on implementing them more and more effectively to
provide customers with products and services of ever growing value at ever lower costs
(Rad, 2005). The important focus in TQM is on the quality of every product and service
and the quality of every process. Process quality or management is considered an
important part in award programmes, e.g. the Baldrige Award, the EQA, the Deming
Prize, the Canadian Quality Award and the Australian Quality Award (AQA), and has
been given an approximate percentage of importance varying from 10%, 14%, 40 %,
17% and 20% respectively (Stading and Vokurka, 2003). To attain a higher quality,
each process, beginning with the critical one, is studied using a systematic approach.
Processes are illustrated with flow charts, problems are identified, the original causes of
problems are determined through careful investigation and new fool-proofed systems
are developed.

In addition, in order to put TQM into practice, the development of

procedures and documentation are imperative for control and improvement (Rad, 2005).

The technique of PRO_M is a powerful tool in accomplishing the value focus on
processes. Techniques which include business process mapping, and control charts are
then required to ensure successful PRO_M. One way to institute process orientation is
by PRO_M. Fundamental aspects in PRO_M include the appointment of process
owners, the establishment of a PRO_M system, and the identification of improvement
opportunities. By establishing these organizational aspects, the structure adheres to
better processes and is changed to reflect the orientation towards processes. Process
mapping is one of the most valuable and tangible level of the classification. It can be
utilised as a separate improvement tool as well as in combined use with, e.g. PRO_M.
Knowing and mapping the processes can be the basis for enhancing PRO_M (Hellström
and Eriksson, 2008).
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Any TQM company is required to have good PRO_M and this will involve R&D
design, management of process quality for all work units and suppliers, systematic
quality improvement and quality assessment (Yong and Wilkinson, 2001). Process
improvement originates in statistical process control theories and has developed to
include practices aimed at total waste elimination through continuous improvement.
Therefore, waste elimination and error prevention, as opposed to error detection is a
critical theme underlying the design of TQM processes (Ravichandran and Rai, 2000).
The idea of ‘time’ is very important in the total quality concept and is practised by
means of a combined action which includes: less waste of time in addressing problems
of product quality, offering innovative solutions in a way that wastes no time,
elimination of time necessary to finish each stage of the project (Dwivedi and Maffioli,
2003). When process variance is eliminated, the probability of defective parts is
eliminated automatically. Thus, process flow management and statistical control/
feedback contribute to the physical quality of the product (Flynn, Schroeder et al., 1995)

A TQM organization must be process oriented. This requires focusing on how the work
is being done, not only on the results. The philosophy of TQM relies on measuring the
process in order to find the cause of a failure early in the process. Action to correct the
fault should be focused on changing the process, not blaming individuals. This is a main
feature of TQM (Kanji, 2002). In order to change a process, employees must be
supplied with tools which will measure whether the process is capable of meeting the
requirements at any point in time, and to make correct adjustments to the process or its
inputs when it is not meeting the requirements (Okland, 1993). After this, quality
improvement in a systematic way becomes essential; systematic improvement means a
widespread systematic organizational focus on quality improvement, cycle-time
reduction, and waste (cost) reduction and the adoption of a prevention-based orientation
(Easton and Jarrell, 1998).

Process management (PRO_M) focuses on managing the manufacturing process so that
it performs as expected, without breakdowns, missing materials, fixtures, tools, etc, and
despite workforce variability. One key factor in PRO_M is equipment maintenance,
which ensures that variation is maintained within acceptable limits, keeping the
manufacturing process operating smoothly. Despite profit/loss resulting from running
machines slowly and allocating part of the business day to preventive maintenance, a
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net benefit accumulates from ensuring that there is virtually no machine downtime
because of failures or maintenance during productive hours (Flynn, Schoeder et al.,
1994). Another important aspect in PRO_M is to ensure that process capability can meet
production requirements (Zhang, Waszink et al., 2000). Companies can conduct Process
Capability Studies (PCS) by focusing on applications such as the selection of
appropriate process, replacement of machinery, selection of workers, determining the
economic aim of process, and the establishment of control limits (Chang and Lu, 1995).

Effective PRO_M involves clearly documenting the various process procedures, with
instructions for equipment operation in order to minimise the probability of operator
errors (Flynn, Schoeder et al., 1994; Zhang, Waszink et al., 2000). Documentation
improves the flexibility of operators to implement a range of operations, maintaining the
manufacturing process operating well, despite absenteeism and turnover (Flynn,
Schoeder et al., 1994). A documented quality system as part of a TQM strategy can
contribute to TQM by managing the organisation’s processes in a steady manner. In
order to control and improve a process effectively, statistical process control (SPC),
sampling, and inspection can be used (Zhang, Waszink et al., 2000). Statistical process
control (SPC) techniques are also commonly used to detect special causes contributing
to the variation in manufacturing quality, to give helpful information for product design,
and to determine process capability (Ahire, Golhar et al., 1996b). A wide range of SPC
tools such as Scatter Diagrams, Pareto Charts, Flow Chart, Histogram, and control
charts are utilised to monitor quality (Aly and Schloss, 2003). SPC is an effective
technique for managing, monitoring, analysing and improving the performance of a
process through the use of statistical methods (Rungasamy, Antony et al., 2002).

Benchmarking is another helpful tool to employ as a continuous process of assessing an
organization’s products, services, and processes against its competitors (Zhang,
Waszink et al., 2000); (Brah, Tee et al., 2002). PRO_M involves the need to focus on
procedures for cleanliness and organisation of the workplace. By specifying a location
for every tool and part, the process is less likely to be disrupted by the need to look for
missing items (Flynn, Schoeder et al., 1994).

In order to avoid obstacles for

implementing the process orientation, the following steps should be followed:
companies need to change the way of working, work processes, work organization and
improve the competence in process orientation and work development. It is also
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essential that persons involved in a process are capable of solving problems by
themselves and in a group (Ljungstrom and Klefsjo, 2002).

In addition, it is essential to recognize the core processes and gain process support to
ensure that appropriate resources are made available to map, examine and improve the
process. Likewise, it is important to break down the core processes into sub-processes,
activities and tasks. This requires understanding the need for training in process
mapping for senior and middle managers, the involving of employees performing the
process; process documentation including internal customers and suppliers and their
requirements (Thiagaragan, Zairi et al., 2001; Baidoun, 2004 -b). Errors detected in the
output are mainly associated with improper control of work-in process. One way to cure
this deficiency is to develop an effective PRO_M system, such as preventive
maintenance and measures. An additional way to ensure that the proposed PRO_M
system remains as an error-free product, is by continuously testing and examining
(Chow and Lui, 2003).
More recently, it has been reported that practices such as: defect prevention process,
statistical control of processes, motivation activities, the inclusion of in-process
measures of quality, the quality in designing new products/services, awareness of the
variation in process, the review of total cost of products and services are all used for
ensuring an effective implementation of PRO_M (Fuentes, Montes et al., 2006).
Reducing uncertainty in operations and marketing requires firms to learn continuously
about internal and external variables that have a strategic link to success. Holistic TQM
implementation means achieving a balance between conforming to customer
satisfaction and internal process improvement, without losing flexibility and creativity
in business improvement (Idris and Zairi, 2006b). Clarity of work or process
instructions given to employees is of major importance. If the working processes of a
company are well defined in writing, everyone knows all about their own
responsibilities and possess the right skills and training. This process may be
summarised as follows: to describe in writing what is intended to be done, to do what
has been written, to verify that the work has been done in accordance with the written
procedures, and to record and correct or admit the unavoidable deviations, in order that
occurring difficulties continuously help to improve the process.
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It can be concluded that process management practices incorporates heavy dependence
on a preventive and proactive approach to QM such as fool-proofing of a process which
reduces process flow variance by designing the process so that it is virtually impossible
to perform it incorrectly and to minimise the chance of employee error (Saraph, Benson
et al., 1989b; Flynn, Schoeder et al., 1994; Zhang, Waszink et al., 2000; Claver, Tari et
al., 2003). Other researchers place an emphasis on the importance of cleanliness and
organization of the work place (Flynn, Schoeder et al., 1994; Zhang, Waszink et al.,
2000). Measuring and recording performance of quality products and services plays a
central role in implementing process management (Samson and Terziovski, 1999b);
(Claver, Tari et al., 2003). Hence, benchmarking is also an important aspect in this
group (Brah, Tee et al., 2002). Accordingly, the following seven-item scales were
selected to represent process management, they are:- cleanliness and organisation of
tools and housekeeping; preventive approach against faulty products and services; the
implementation of various inspections through different stages; the use of SPC for
process control and improvement; fool-proof process design; the development of sitewide standardised and documented operating procedures, and benchmarking of other
business processes.
4.2.2 Organizational Performance (OP)
The many definitions of the Business Performance Measurement (BPM) system provide
different perspectives on the concept and no two definitions agree on the precise
characteristics. Franco-Santos, and Kennerley et al (2007) reviewed seventeen
definitions of BPM system. The results show that the basis of the definitions is one or a
combination of the elements of the BPM system, role(s) that the BPM system plays;
processes that are part of the BPM system (Franco-Santos, Kennerley et al., 2007).
Kaplan and Norton (1996) found that a balanced scorecard is a comprehensive set of
performance measures defined from four different measurement perspectives (financial,
customer, internal, and learning and growth). This provides a framework for translating
the business strategy into operational terms (Kaplan and Norton, 1996). The Balanced
Scorecard as a simple performance measurement framework presents a good
measurement for the companies to recognize TQM efforts in terms of financial and nonfinancial business performance (Kanji, 2002; Hafeez, Malak et al., 2006).
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In this study, the definition of BPM includes both Financial and Nonfinancial
(Operational) Measurements (e.g. customer satisfaction; employee morale; production
performance improvement; profitability, sales, and export growth). (See section 5.3.1
for more details).
OP can be evaluated on different dimensions, and no particular business approach can
be guaranteed to have the equal outcome on all dimensions (Walker and Ruekert, 1987).
Various studies have measured OP with measures of customer satisfaction, employee
morale (Terziovski, Samson et al., 1997; Abas and Yaacob, 2006), market performance
and financial performance (Yeung, Cheng et al., 2006). Others empirically examined
the relationship between QM and OP (as measured by quality performance (Flynn,
Schroeder et al., 1995; Ahire, Waller et al., 1996; Lee, 2004; Sadikoglu, 2008), sales
growth (Fuentes, Montes et al., 2006), profit growth, and export growth (Terziovski,
Samson et al., 1997) and production performance improvement (Lee, 2004).

Organization researchers generally agree that objective measures of performance are
preferable to those using manager’s attitudes. Yet, the collection of objective data on the
performance is generally unavailable because most companies are reluctant to disclose
such information willingly to outsiders (Dess and JR, 1984). The present study, therefore,
adopted measures of OP used by the above authors. Respondents were asked to indicate,
on a five-point Likert scale the extent of their satisfaction with their company
performance along each of the selected nine performance measurements. The measures
include Customer satisfaction; Employee morale; Production performance improvement
(as measured by two performance indicators); Defects rate; Export growth; Sales growth,
Profit growth and Performance against competitors. The next sections elaborate the
theoretical impact of TQM implementation on OP.
4.2.3 TQM implementation and Organisational Performance
Studies investigating the relationship between ‘hard’ and ‘soft’ TQM factors and OP
have revealed diverse results. This may be attributed to the focus on different types of
TQM practices as well as the use of different measures of OP across the different
studies. Prajogo and Sohal (2004) stated that different practices embodied in TQM show
a different role in predicting different types of OP (Prajogo and Sohal, 2004). Powell
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(1995) investigated the relationship between TQM practices and performance (as
measured by “total performance” consisting of five items and “TQM program
performance” consisting of eight items). Their findings found that TQM can produce
economic value to the company. In particular, the study found that practices, including
employee empowerment and executive commitment, are more highly correlated with
TQM success than the “hard” aspects of TQM such as process improvement,
benchmarking, and improved measurement (Powell, 1995b). A study, conducted by
(Terziovski, Sohal et al., 1999), found that business performance is enhanced by the
implementation of all TQM-related practices. However, another study, conducted by
(Samson and Terziovski, 1999c) to determine the association between TQM practices,
individually and collectively, and company performance in Australia showed that some,
but not all, of the categories of TQM practice were particularly strong predictors of
performance. They found that categories such as leadership, management of people and
customer focus were the strongest significant predictors of operational performance.
This was in line with the findings of the above study conducted by (Powell, 1995b) in
which behavioural factors such as executive commitment, employee empowerment, and
an open culture produced competitive advantage more strongly than the TQM tools and
techniques, such as process improvement, benchmarking, and information and analysis.
Lau and Idris (2001) also stressed the importance of people as an important factor in
business growth, and handling people as the most difficult aspect (Lau and Idris, 2001 ).

There are some contradictory findings in the literature. For instance, in contrast to the
(Powell, 1995b) findings, (Gadenne and Sharma, 2009) found that improved overall
performance was favorably influenced by a combination of both hard and soft TQM
practices. (Beer, 2003) reported failure to institutionalize TQM can be attributed to a
gap between top management’s stated intentions for TQM and the reality of its
implementation in different subunits of the organization. He added that the gap varies
from subunit to subunit due to the quality of management in each. Beer (2003) further
stated that The TQM transformations will continue only if top management requires and
ultimately institutionalizes a sincere organizational-wide communication that distributes
valid data about the quality of management in each subunit of the company and leads to
changes in management quality or replacement of managers.(Dow, Samson et al., 1999)
categorized quality practices into 9 dimensions and further examined the association
between these quality dimensions and quality outcomes. They found that not all of these
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contributed to superior quality outcomes; quality practices including employee
commitment, shared vision, and customer focus combined to yield a positive correlation
with quality outcomes but other ‘hard’ quality practices, such as benchmarking, cellular
work teams, advanced manufacturing technologies, and close supplier relations did not
contribute to superior quality outcomes.

(Sharma and Gadenne, 2002) studied the relationship between QMP/s and Business
Performance focusing on different industry categories in Australia. They found that the
relationship between QMP and performance was evident in the manufacturing and
service industries but not for the construction industry. (Prajogo and Sohal, 2004)
examined the multidimensionality of TQM in association with OP in terms of quality
and innovation. The results of their study demonstrated that the different role of each
type of practice in determining different measures of performance with customer focus
and Process Management practices was associated with product quality whilst
leadership and people management was related to product innovation. However, other
TQM practices, strategic planning, and information and analysis were not associated
with any dimension of organisational performance. Demirbag et al., (2006a)
investigated the impact of TQM implementation on the OP of SMEs in textile
manufacturing companies in Turkey. They reported a significant and positive impact of
TQM implementation on Non-Financial Organizational Performance but a poor impact
on Financial Performance (Demirbag, Koh et al., 2006).

Researchers

also

investigated

the

association

between

strategy

and

TQM

implementation as well as the impact of both on organisational performance. In their
outcomes, they proposed that the differences in TQM implementation relied on the
strategy employed and that those companies with greater degrees of co-alignment
between their strategies and TQM achieved the highest levels of performance
improvement (Fuentes, Montes et al., 2006). (Han, Chen et al., 2007) examined the
relationships between and among ISO 9000 certification, TQM practices, organizational
competitiveness, customer satisfaction, and business performance. The results showed
neither ISO 9000 nor TQM had a significant direct positive relationship with business
performance (as measured by profit and market share). Their results also reported that
both the ISO 9000 certification efforts and TQM practices enhanced organizational
competitiveness, which, in turn, facilitated improved business performance. However,
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one of their study’s results was that TQM practices do not have a direct positive
relationship with customer satisfaction. (Abdullah, Uli et al., 2008) reported that
organizational performance (as measured by a mixed variable comprised of added value
per employee, total output per employee, added value content, process efficiency, fixed
asset per employee, added value per fixed assets, added value per labour cost, unit
labour cost, and labour cost per employee) was significantly influenced by the soft
quality management factors of management commitment, customer focus, and
employee involvement.

(Gadenne and Sharma, 2009) investigated the impact of QMP/s including benchmarking
and quality measurement, continuous improvement, top management philosophy and
supplier support, employee and customer involvement, employee training and efficiency
improvement on OP ( as measured by overall performance; return on assets; customer
satisfaction; and market share). Their results revealed that all of these 6 factors were
found to be associated with improving overall performance. However, factors such as
employee and customer involvement were only significantly associated with return on
assets, and others including employee and customer involvement, employee training,
and efficiency improvement were only significantly associated with customer
satisfaction. (Kumar, Choisne et al., 2009) investigated the impact of TQM practices
listed in the MBNQA criteria on company performance which was measured by
employee relations (improved employee participation and morale), operating procedures
(improved products and services quality, process and productivity, and reduced
errors/defects), customer satisfaction (reduced number of customer complaints), and
financial results (increased profitability). The results of their study found that TQM has
a positive impact on customer satisfaction, employee relations, operating procedures
and financial results. It is seen from the literature review that the implementation of
TQM elements impacts OP.
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4.2.4 Research questions and hypothesises
4.2.4.1 Development of Research Questions
The research questions were developed based on an extensive literature review and
address the seven constructs including TQM elements (6 elements) and OP (9
measures). The 6 TQM elements include Top Management Commitment, Customer
Focus, People Management, Supplier Quality Management, Continuous Improvement
and Process Management. The other construct was OP which is comprised of 9
performance measures (7 Operational Measures and 2 Financial Measures). In this
study, TQM elements are context free and if they are considered to be implemented then
this should lead to operational and financial improvements, OI(s) & FI(s). A research
framework showing the linkage between TQM elements and OP was established in
order to illustrate the main constructs and their links with each other, Figure 4.1. An
extended version of the same framework is shown in Figure 4.2. The principle research
questions for this research are listed below:
Q1- To what extent have the manufacturing companies in Libya adopted TQM
principles?

It is anticipated that the six TQM elements, mentioned below, affect OP (operational &
financial performance):
1- Top Management Commitment
2- Customer Focus
3- People Management
4- Supplier Quality Management
5- Continuous Improvement
6- Process Management
Therefore, the research question proposed is as follows:
Q2- Which of the six TQM elements are significantly associated with the
Organisational Performance OP across Libyan manufacturing
companies?
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4.2.4.2 Hypotheses development
Following the determination of the extent of implementing TQM elements, and their
impact on OP (answering Questions 2 and 4, in the research objectives), the subsequent
Null hypotheses were further developed and tested. These hypotheses were developed
based on both the theoretical framework and an extensive literature review on TQM and
OP. The hypotheses developed in this study are listed in Table 4.2.
Table 4.2: A list of the hypotheses
Hypotheses
Top management commitment is positively related to People Management.
Top management commitment is positively related to Supplier Quality
Management.
People management is positively correlated with Process Management.
TQM elements are different across ISO-certified and non-ISO certified companies.
There is a significant difference between S&M sized companies (on each of TQM
elements) and those of large companies.
There is a significant difference in the influence of TQM implementation on OP
for manufacturing companies with ISO 9000 and those without ISO 9000.

H
H1
H2
H3
H4
H5
H6

Top management commitment and people management
The role of Top Management Commitment (TMC) is critical, and is repeatedly
emphasized for successful TQM implementation. Allocation of adequate resources, and
tools for quality improvement efforts are one of the manifestations of TMC to quality
(Anderson, Anderson et al., 1995; Flynn, Schroeder et al., 1995; Ho, Duffy et al., 1999;
Kaynak, 2003). Employee management, including the development of compensation
schemes and training, is asserted to be part of TMC to quality (Flynn, Schroeder et al.,
1995; Kaynak, 2003). Top management plays a major role in defining and addressing
values and performance expectations. It must participate in quality activities, and ensure
employee involvement, and have open communication with and among all the
organization members. The role of TMC must also encourage, and motivate all
employees, including working in teams to look for improvements, solve problems, and
implement changes for continuous improvement. Employees also need to be
empowered to solve quality-related issues.
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Employees’ empowerment keeps employees motivated to work better and accept
change as a positive step rather than a negative experience. All these people-oriented
aspects of TQM cannot be achieved without TMC (Anderson, Anderson et al., 1995;
Flynn, Schroeder et al., 1995; Anupam, Handfield et al., 2000; Claver, Tari et al., 2003;
Goetsch and Davis, 2006). Accordingly, it is proposed that:
H1: Top management commitment is positively related to People Management
Top management commitment and supplier quality management
The importance of selecting quality suppliers over low cost suppliers is emphasized in
Deming’s fourth principle for management “end the practice of awarding business
based on price alone”. The essence of Deming’s fourth point is to focus on minimizing
total cost not merely the initial cost by selecting suppliers committed to quality
(Deming, 1986b). Establishing cooperative relationship with suppliers is essential to
reduce defects from all supplied parts and to ensure the continuous supply of raw
materials with the required quality (Arawati and Mokhtar, 2000a; Zhang, Waszink et al.,
2000). The relationships between customer and suppliers are characterized by the
exchange of information and by the shared development of product and technology
(Flynn, Schroeder et al., 1995). Top Management is required to show strong
commitment in establishing partnerships with a few reasonably reliable suppliers, and to
maintain close communication with them to ensure that a satisfactory relationship with a
company and its supply/s is maintained (Deming, 1986b; Saraph, Benson et al., 1989b;
Flynn, Schroeder et al., 1995; Kaynak, 2003). Fundamental to the entire TQM
movement is to define quality as “meeting requirements”, clearly define the desired
requirements and state what constitutes a defect (Das, Paul et al., 2008). Accordingly, it
is proposed that:

H2: Top management commitment is positively related to Supplier Quality
Management
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People management and process management
All processes contain inherent variability and successful process management requires
an effective employee management to progressively reduce variation. This requires
focusing on how the work is being done, not only on the results (Anderson et al, 1995)
(Kanji, 2002). Organizational members should always learn by heart that all their work
is a process, which can have an effect on their colleagues’ work, and ultimately the
company’s output (Kanji, 2002). In order to change or improve a process, employees
should work collectively in an open communication environment, cooperate, observe
process quality and efficiency, and assess process parameters on a continuous basis
(Fuentes et al, 2004). Every organization is a group of interlinked processes. A process
is defined as the transformation of a set of inputs, which can include actions, methods
and operations, into outputs that meet customer needs and expectations, in the form of
products, information, services or general results (Okland, 1993, p.14). One way to cure
this deficiency is to develop an effective process management system, such as
preventive maintenance and measures. An additional way to ensure that the proposed
process management system remains as an error-free product is by the deployment of
fool-proof practices and stable production processes and work distribution to eliminate
variation through improvements in quality products in the production stage. (Chow and
Lui, 2003) (Kaynak, 2003; Flynn et al, 1995; Saraph et al, 1989). Effective process
management can also give employees a feeling of ownership, pride in their work,
success resulting from the variation reduction, quality improvement, and process
performance optimization (Deming, 1986). Accordingly, it is proposed that:
H3: people management is positively correlated with process management

TQM and ISO 9000 certification
Rao et al. (1997) reported that ISO-registered companies had improved QMP/s and
quality results more effectively than those companies that were neither ISO-registered
nor interested in obtaining registration. Others reported that demanding improved
quality of products and services have led to three important changes in international
business over the last decade: the growing recognition of the strategic importance of
TQM implementation; a major push by organizations world-wide to seek certification to
ISO 9000 quality standards; and the growing recognition as well as application of some
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Quality Awards such as, the AQA and EAQ Awards (Terziovski, Sohal et al., 1999). It
has been argued that ISO registration contributed to a company’s accomplishment of the
“total system” associated with TQM (Yusof and Aspinwall, 2000b). Another study
conducted by (Han, Chen et al., 2007), reported that efforts to ISO 9000 registration
enhance TQM practices. Martines et al. (2009) examined the differences in TQM
dimensions between ISO 9000/1994-Certifed companies, ISO 9001/2000-Certified
companies and Non-Certified companies and found that, firstly, ISO-Certified
companies scored higher in at least one of the TQM dimensions than non-certified
companies and secondly, ISO 9000/1994 and ISO 9001/2000-Certified companies also
differed in at least one of the seven dimensions (Martinez-Costa, Choi et al., 2009).
Companies that are internally motivated to implement ISO 9000 showed a high level of
TQM elements (Martinez-Costa, Martinez-Lorente et al., 2008). ISO-registered
companies would, therefore, be expected to have more effective TQM practices in place
than non-ISO-registered companies as a result of their ISO 9000 efforts. Accordingly, it
is proposed that:
H4: TQM elements are different across ISO-certified and non-ISO certified
companies.
TQM and company size
Large companies have continuously been the pioneers of adopting many comprehensive
programs of management, e.g. TQM implementation (Yusof and Aspinwall, 2000a). For
example, large Japanese and US companies were the early devotees of TQM (Powell,
1995b) but large companies need their small supplying companies to adhere to the same
TQM principles in order to sustain their quality programs. But programs implemented
by large companies cannot be imitated, in total, by small companies. They need to be
modified, adopted, or revised, to S&M-sized companies’ requirements and
characteristics (Yusof and Aspinwall, 2000a). Due to the inevitable differences between
large and small companies, this may have different effects on how TQM is
implemented. For example, small companies suffer from many difficulties in getting
supplier involvement (Ahire and Golhar, 1996), a lack of professional expertise at the
Top Management level, lack of an information infrastructure and a lack of resources,
e.g. benchmarking and statistical process control can hinder successful TQM
implementation (Brah, Tee et al., 2002). Lee (2004) added that small and large
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companies use very different management styles for their production, inventory, and
purchasing processes. Small companies have more flexibility, and ability to respond
quickly because they are less complex than large ones (Yusof and Aspinwall, 2000a),
and are able to facilitate the implementation of TQM with less effort.

Ahire and Golhar (1996) argued that large companies that implement any form of a
TQM program perform TQM elements more strictly and have superior product quality
to those that do not. There are differences between S&M-sized and large companies in
terms of their focus during the implementation of TQM and ISO 9000 standards. In
TQM implementation, S&M-sized companies focus on informal, people-oriented
approaches, while their large counterparts are relatively more structured, organized and
process-oriented. S&M-sized & large companies also differ in their reasons behind the
implementation of TQM and ISO 9000. S&M-sized companies implement ISO 9000
standards and TQM mainly because of market and customer demand or external
pressure rather than internal initiation (Sun and Cheng, 2002a). Brah et al., (2002) also
investigated the implementation of 7 quality constructs and found that there are
significant statistical differences in the implementation of all these quality constructs
between small and large companies. They concluded that large companies have a more
positive attitude towards QM than their small counterparts (Brah, Tee et al., 2002). In
line with this, Yusof (2003) found that, in relative to S&M-sized companies, large
companies give top priority to management leadership, training & education and
continuous improvement systems for successful implementation. Supplier quality
management, however, was found to be the least performed criteria by all companies
(Eng and Yusof, 2003). Sharma (2006) reported that large companies tend to put more
emphasis on the benchmarking aspect of QM than S&M-sized companies (Sharma,
2006). More recently, Sila (2007) reported that all TQM practices were found to be
similar across S&M-sized and large companies (Sila, 2007). Accordingly, there is a
clear need to investigate if any significant differences exist between the S&M-sized and
large companies in terms of TQM implementation. Therefore, the following hypothesis
is proposed:
H5: There is a significant difference between S&M sized companies (on each
of TQM elements) and those of large companies
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Besides the direct impact of TQM implementation on OP, the literature also revealed
the joint impact of TQM practices & ISO 9000 standards on OP. Terziovski et al.
(1997) examined the strength of the relationship between ISO 9000 certification and OP
in the presence and absence of a TQM environment. Their results found that ISO 9000
had slight or no impact on company performance. Rahman (2001) examined the impact
of TQM elements on OP for S&M-sized companies and found that no significant
differences between the impact of TQM elements on OP for companies with and
without ISO 9000 certification (Rahman, 2001). In contrast, (Sohail and Hoong, 2003)
found that there are significant differences in performances for companies with and
without ISO 9000 certification, indicating that ISO 9000 certification contributes to a
higher OP. Han et al. (2007) reported that both ISO 9000 efforts and TQM practices
improves organisational competitiveness, which in turn, assists to improve business
performance (Han, Chen et al., 2007). More recently, Martinez-Costa et al. (2009)
found that the superiority of the 2000 version is not clearly manifested in performance.
The contrary outcomes could be attributed to the regional context and the limitation of
sample size. Terziovski et al. (1997) suggested earlier that ISO 9000 could contribute to
OP as a climate of change was created. Therefore, the following hypothesis is proposed:

H6: There is a significant difference in the influence of TQM implementation on
OP for manufacturing companies with ISO 9000 and those without ISO
9000.

4.3 Summary
Six elements of TQM are proposed as critical for successful TQM implementation,
these are: Top Management Commitment; Customer Focus; Supplier Quality
Management;

People

Management;

Continuous

Improvement,

and

Process

Management. These elements of TQM represent the best way to implement TQM and
encourage an organisation to be process-, people-, and customer-oriented on continuous
basis. TQM is the effective tool that requires top management commitment to focus on
customer satisfaction as the ultimate gaol by improving an organisation’s process
management with a high level of involvement of all its employees, supplier/s.
Organizational Performance (OP) can be evaluated on different dimensions, and no
particular business approach can be anticipated to have equal outcomes on all
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dimensions. The present study, therefore, adopted measures of OP which included both
Financial and Operational Measures. Seven Operational Measures are used: Customer
Satisfaction; Employee Morale; Production Performance Improvement (measures by a
% decrease in stoppage rate and a % increase in the production capacity); Defects Rate,
Export Growth and overall Business Performance against competitors. The two
Financial Measures used include Sales, and Profit Growth. The theoretical framework
proposed in this chapter illustrated the relationships between TQM elements, the impact
of TQM on OP, and the influence of the ISO 9000 certification and company size on
TQM. It also examines the strength of the relationship between TQM and OP in the
presence and absence of ISO 9000 certification.
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Chapter 5: Research Methodology

5.1 Introduction
This chapter focuses on the research design and methodology used in this empirical
study. It includes: - the study population, the investigated variables and the
measurement methods used in investigating these variables, the development of the
questionnaire tool, data collection, and data analysis methods. The aim was to determine
the extent of implementation of TQM elements in manufacturing companies in Libya
and examine the degree of association between the investigated elements of TQM (the
independent variables) and the Organisational Performance (OP) (the dependent
variables).
5.2 Study Population
The population studied covers all 65 Libyan manufacturing companies listed in
Industrial Category in the former Information and Industrial Documentation Centre
(I&DC), currently known as the Information Centre for Industrial and Trade
Documentation. The focus is on Libya both because of its importance in the North
African region in general and as the home country of the researcher *(1). The
companies in this sector contribute significantly to local employment and enhance the
national income. In 2006, this sector contributed 9% of the total labour force employing
158000 people which is a growth from 2005, of 7%. Exports also grew in this period
from 2005 (a total of 1179000 Million Libyan Dinner (MLD) to 2006 (a total of
1283.80 MLD). Of this amount Industrial exports contributed approximately 3.55% but,
the Oil sector contributed 96.4% (Central Bank of Libya, 2007). Libya is Africa’s
second largest oil producer and the largest single oil exporter to Europe and therefore
the development of manufacturing industries has received a great amount of attention
from a number of Libyan government agents. In its effort to boost the manufacturing
sector, the Libyan Government, as well as encouraging the private sector to invest in
new technology industries has also been considerably active in attempting to develop
the general climate for manufacturing.

*(1): see chapter 1, section 1.7, pg. 7
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It has made continuous and intensive efforts to encourage exports by making the
essential finance available and supporting numerous export schemes, and by assisting
with companies’ problems. Companies have also paid attention to quality programs and
a growing number plan to obtain ISO 9000 certificates (either the old version of ISO
9000:1994 or new version, ISO 9001:2000). This interest in quality programs and QAS
by Libyan manufacturing companies is believed to develop an effective TQM and OP
which in turn will contribute to the Libyan economy.
5.3 Measuring the variables of TQM
This study included two types of variables: - (1) Independent variables which are the six
TQM elements: Top Management Commitment, Customer Focus, Supplier Quality
Management, People Management, Continuous Improvement, and Process Management
and (2) The dependent variable, Organisational Performance (OP), which is comprised
of Financial and Operational Performance Measurements, (FPMs) & (OPMs). FPMs are
represented in profit, and sales growth and the OPMs are represented in customer
satisfaction, employee moral, export growth, production performance improvement, and
overall competitive position (OCP). These variables were measured by using a
questionnaire survey, followed by data analysis, each independent variable (TQM
element) was measured by a number of items as follows (additional details in sections
below:5.3.1 Top Management Commitment (TMC): this element was measured by a
number of items related to Top Management involvement in establishing and
communicating the organisation’s vision, goals, plans, and values for its quality
program; the role of TMC in anticipating and accommodating change; in maintaining
the accuracy and reliability of all information and communications within the
organisation; in allocating adequate resources towards CI; in viewing the Quality mindset among managers; in having faith, trust, and confidence in managers; and whether the
evaluation of TMC is based on quality performance; in pursuing long term business
success, and in making quality responsibility accepted among all the organisation’s
departments.
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5.3.2 Customer Focus(CUSF): this element was measured through the subset of items
on: the product/service development base and the needs of the customer;
communication mechanisms with customers; seeking mechanisms to learn of the
customers’ needs and expectations; the identification of key customer requirements; the
availability of mechanisms to deal with complaints and to provide guidelines to
customers; the supply of customer care training; measuring customer satisfaction;
reviewing customer-focused strategies and approaches;

the focus on after sales

strategies; and customer relationships and partnerships in the company.
5.3.3 People Management (PEM): this element was measured through the subset of
items on: the effectiveness of selection and recruitment process; the emphasis of
promotion and career development programmes; understanding the concept of the
‘internal customer’; the openness of communications; the establishment of training
programs that cover all aspects of TQM; the periodic assessment of training needs; the
implementation of periodic quality activities; the Occupational Health and Safety (OHS)
practices; measuring employee satisfaction; employees responsibility for quality; the
use of the team approach for solving problems; recognizing and rewarding employees.
5.3.4 Supplier Quality Management (SUPM): this element was measured through the
subset of items on: the establishment of long-term co-operative relations with suppliers;
the most important factor for selecting suppliers; participation in supplier activities
related to quality; giving feedback on the performance of suppliers’ products; keeping
detailed information about supplier performance; and the reliance on few dependable
suppliers.
5.3.5 Process Management (PRO_M): this element was measured through the subset
of items on: maintaining a neat and clean appearance of the work place; performing
maintenance plans for production equipment; using SPC for process control and
improvement; the extent to which a process design is “fool-proof”; conducting
systematic benchmarking of other companies business processes; and standardising and
documenting operating procedures.
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5.3.6 Continuous Improvement (CONT_IMP): this element was measured through
the subset of items on: the encouragement for CONT_IMP of all products, services and
processes; the measurement of product and process quality; having a program aimed at
finding time and cost losses in all internal processes; using the seven QC tools, and
PDCA cycle extensively for process control and improvement; using objective data as
the basis for quality improvement; and viewing evaluation as a requirement for
improvement not for criticism.
5.4 Operational measures of OP
In this study, OP was defined as a dependent variable. It was operationalized by using 9
performance measures. Most of these measures were adopted from Terziovski and
Samson (1999); and Lee (2004). Here, the independent variables (TQM elements) that
produce variations in OP have been identified. This follows the work of Kaplan and
Norton (1996), who emphasised the need to overcome potential shortcomings of
traditional OP systems, which use financial measures, by adding Non-Financial
(operational) measures to the traditional performance measurement system. The present
study therefore, uses a combination of Financial and Operational Performance Measures
(FPMs & OPMs) as well as objective & subjective measures. In contrast to the
measures employed by (Lee, 2004) and (Terziovski, Sohal et al., 1999), the present
study incorporates three additional measures namely:- Customer satisfaction,
Production Performance Improvement (in % Increase of Production Capacity compared
with the Planned Capacity), and Overall Competitive Position (OCP) compared to that
of an excellent competitor in the same industry. This is because OCP may not only be
used as an indicator as to how the company compares with an excellent competitor in
the same industry but will also allow it to improve through a wider comparison with
many other companies that use similar processes. It should be noted that some of these
measures have been slightly modified, except for Defects Rate, each of the 9 OP
measures was evaluated using a five-point scale positively loaded which ranges from 1,
as the lowest level, to 5 as the highest level of that particular measure.
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5.5 Instrument development
A combination of both primary and secondary data was used as follows:
Questionnaires and personal interviews were used for primary data collection. The
questionnaire was developed, tested, and refined, by means of a Pilot Study and then
distributed to all designated manufacturing companies in Libya and addressed either to
the General Manager, Quality Manager, or a selected member of the executive
committee, or some other manager who is responsible for Quality. The Five-point Likert
scale, which is the most commonly used tool for this purpose, was utilised to identify a
range of responses within the questionnaire. With this 5-point scale the points can be
labelled: - strongly disagree, disagree, neither disagree nor agree, agree and strongly
agree.

The literature review and the annual reports for manufacturing companies in Libya were
used as a secondary source of data collection. This covered both general as well as more
detailed information concerning different issues within the manufacturing sector. Both
published and unpublished reports for the years (2003-2007) were used.

The external construct validity of the questionnaire was tested through the Pilot Study
using the evaluation sheet of the questionnaire (Appendix A-2). Nine respondents
participated in the pilot study; 7 were randomly selected quality experts in the
manufacturing sector, and 2 were academic staff members at local universities. One of
the 2 academic staff members holds a PhD in industrial engineering and the other a
Master Degree in industrial engineering. The aim was to estimate the time needed in
answering each question and to note the level of difficulty (E=Easy, M=Moderate, D=
Difficult) for each question. Questionnaires were returned by mail but remarks and
suggestions from academic staff members were obtained through personal interviews.
The average time to complete the questionnaire was 25 minutes. The participants noted
these questions which they considered to be difficult to respond to or were ambiguous.
Respondents suggested improvements. These improvements, as shown in Table 5.1,
were considered and the final format of the questionnaire was refined accordingly
(Appendix A-1 & A-3). In addition, clarification of tools and techniques used in the
questionnaire were attached to the final questionnaire (Appendix A-5).
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Table 5.1: Improvements in the Questionnaire
No.
1

Improvement

Questions
section one:
(general company information)
-To prioritise questions; questions related to the -Q1, 2, 3, 4 first and then Q5-11.
managers come first and others related to the
company come next.
-To modify the question
-Q10.
-For all Tick in a box questions
-Using the sample ( ) instead of □

2

-To rearrange both statements (items) and the
Five-Likert Scale to be in a form of Table
-To give a number to each item
-To provide extra information which helps to
understand some statements,
3

-To add instruction in question
-To modify the level 1 of the measure
-To modify the level 2 of some measures

In section 2:
(The implementation of 6 TQM
elements)
-For all statements (items) used to
measure the 6 TQM elements

In section 3:
(measuring Organisational
Performance OP)
-The main instruction of section 3
-Measure was 3.6
-Measures were 3.4, 3.6, and 3.7

5.5.1 Questionnaire Structure
The questionnaire included three sections (see Appendix A-3):
Section one: the first section addressed the demographic information of companies in
Libya. It related to the type of industry, the year of establishment, the number of
employees, the current capital investment of the company, the implementation of the
quality assurance system (ISO 9000 certification), respondent’s educational level and
his/or her background, work experience, current position, the planning for a QAS, and
the achievement of any local or international Quality Awards.

Section two: this evaluated the extent of TQM practices (the independent variables)
within the manufacturing companies as follows:
•

Top Management Commitment: measured by answering items (1-9)

•

Customer Focus: measured by answering items (10-19)
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•

People Management: measured by answering items (20-31)

•

Supplier Quality Management: measured by answering items (32-37)

•

Process Management: measured by answering items (38-43)

•

Continuous Improvement: measured by answering items (44-50)

Section three: the third section of the questionnaire evaluated the company’s
performance. This section included 8 performance measurements, both FMs & NFMs.
The company’s performance was measured by answering items (51-59).

5.5.2 Ethical Issue
Human Research Ethics Committee approval was given to the researcher (Appendix B)
prior to the distribution of questionnaires to participants.
5.6 Stages of data collection
The data collection was carried out through a variety of steps, as follows:
•

The Industrial & Commercial Information and Documentation Centre (ICIDC),
in Misurata- Libya, was used to obtain a copy of the Libyan Manufacturing
Companies’ Directory, which listed 120 companies.

•

Because the unit of analysis in this study was a ‘Company’ which here means an
independently managed organization with a distinctive business registration,
profit centre and senior management, only 65 companies met this condition. The
rest were only branches of these companies in different locations. All these 65
manufacturing companies were contacted successfully, and invited to join this
study by contacting the general manager or quality manager, a member of the
top executive committee. A letter was obtained from the ICIDC, confirming this
number is attached, Appendix D). However, eight companies declined to take
part in the study for different reasons such as; the complexity of the
questionnaire or the confidentiality of the information required. Some had
ceased operation prior to the time of study, therefore, a total of 57 questionnaires
were collected, yielding a response rate of (57/65), 87.6%.
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•

The questionnaires were distributed to participants in both Arabic and English
based on their personal ability to understand the questionnaire’s language.

•

The questionnaires were either faxed or hand delivered. Some managers were
perceived as being too busy/ unavailable at that time, therefore the
questionnaires were left with them for a few days to be completed. Most of the
distributed questionnaires were collected by hand (42 questionnaires) but 15
were faxed to the researcher.

•

A source of possible weakness of this study is the perceptual measures of
organisational performance. Most companies currently collect their own
performance data. It is acknowledged that it would be more reliable if customer
satisfaction data was obtained from customers rather than the company
managers who are the supplies. Companies, however, are usually unwilling to
release sensitive figures, but company managers are usually well aware of their
customer performance data and should be able to give an accurate enough
assessment. In addition, it would have been a mammoth task to track down and
collect feedback from the customers of a considerable number of companies.

•

For any study, it is possible to find a trade-off between the collection of
objective performance outcomes and customer satisfaction data from one side
and the sample size from the other side, e.g. the larger the sample, the more
difficult the collection of customer satisfaction data from the corresponding
customer companies becomes. However, the researcher balanced this trade-off
by using company managers as the respondents because it was believed that they
would be the most familiar with data on company’s performance and customer
satisfaction. The study further included both objective and subjective
performance measurements for measuring OP.

Individual Interviews
The interview technique was used to gather qualitative information e.g. annual reports,
and other documents to review the Libyan Industrial Sector. The information was
collected from the same managers who participated by completing the questionnaire.
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Although the questionnaire used in this study was self-administered, there was, in most
cases, interaction between the respondent and the interviewer. This was done to ensure
control over the way in which the questionnaire was answered and to avoid ambiguity.
In some cases, it was appropriate to have the respondents answer the list of questions by
fax. At other times, it was more appropriate to have the interviewer ask the questions
face to face or by telephone and record the answers given. The reason for this was
because the researcher believes that there are disadvantages to mailed questionnaires
e.g. losing interest in answering questions; possible relegation of the task to some other
staff member to answer, and whether the respondent understood the question fully
before answering it.
5.7 Data analysis methods
After the raw data was collected, the responses were coded and entered into SPSS 15.0
for data analysis. Regardless of which TQM elements are adopted, these elements must
be operationalized for empirical study. This includes the selection of a list of items to
measure each element, providing a measurement scale for the items, and then examining
the instrument for validity and reliability. Methods of data analysis included (1)
descriptive Statistics (means & frequencies); (2) t-test of Hypothesis for the Mean
Difference, (3) Compare Means (One-Way ANOVA), (4) Correlation analysis and (5)
Regression analysis. The hypotheses were examined at two significance levels; α = .01,
and α = 0.05. The following sections provide, in detail, the methods used for data
analysis:
5.7.1 Reliability and validity of the instrument
One important question which needs to be asked is how precise is the proposed
measurement tool (questionnaire)? The content validity of the instrument was conducted
by a wide review of the literature and by using experts’ feedback of quality and
operations management in the industry. However, the two most important aspects of
precision are validity and reliability. The first was fully explained earlier (in this chapter
page.5) and the second is reliability, which refers to reproducibility of a measurement.
Cronbach’s alpha is a useful statistic for investigating the internal consistency of a
questionnaire and is important for the measurement of the internal consistency and
deletion of individual components (Cronbach, 1951).
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If the deletion of an element causes a considerable increase in alpha then this option
should be considered in the test. Reliability coefficients of 0.70 or higher are considered
adequate (Cronbach, 1951; Nunnally, 1978). Nunnally (1978) also added that
acceptable alpha values can be slightly lower (0.60) for newer scales. Therefore, the
questionnaire was tested for reliability by using Cronbach’s Alpha. Accordingly, the
scales (six TQM elements) developed here were judged to be reliable. The reliability
coefficients of six TQM elements are shown in Table 5.2.
Table 5.2: The Reliability Coefficient (Alpha) of each construct of TQM
Construct
Original item Number Items deleted
numbers
of items (by number)
Top Management Commitment
12-20
9
None
Customer Focus
21-30
10
None
People Management
31-42
12
None
Supplier Quality Management
43-48
6
None
Continuous Improvement
49-55
7
None
Process Management
56-61
6
None

Cronbach’s
alpha
0.855
0.921
0.873
0.825
0.766
0.747

5.7.2 Companies’ category based on TQM implementation
The responses of the 57 participating companies were further classified into two groups:
one with a high-level and the other with a low-level TQM implementation. This study
used a technique similar to that used by (Chapman and Al-Khawaldeh, 2002) who
classified participating companies into two groups: those companies with a high-level of
TQM implementation and those with a low-level. For instance, the companies were
classified into high and low levels of TMC (one of the six investigated elements of
TQM) as follows:

1. The median value was calculated based on the 9 items used to measure “TMC”,
which included item (1-9) across the total data for 57 companies.
2. For each company, it was determined whether the response of each item was
Higher (H), Equal to (E), or Less than the median (L).
3. For each company:
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A. If the number of the responses above the median (> median) was greater than the
number below the median (< median), then that company was considered “high
TMC”.
B. If the number of the responses above the median (> median) was smaller than
the responses below the median (< median), then that company was considered
“low TMC”.
C. However, if the number of the responses above the median (> median) was
equal to the number below the median (<median), then that company was
excluded.

The companies were also classified based on all other elements of TQM. In relation to
overall TQM, the classification was based on all 50 items (1 to 50). Appendix C-1
provides a tabulated example of this process for item 1 to 9 (TMC) for the total 57
companies. Appendix C-2 gives a summary of the results across all elements of TQM
for all 57 companies.

5.9 Summary
The research methods involved three processes e.g. the Instrument Development, Data
Collection, and Data Analysis. A list of the Libyan manufacturing companies was
obtained from the ICIDC and consequently the data were collected between 2ND April
and 27TH August 2008 with the ‘company’ as the unit of analysis. The questionnaire
was distributed to 65 Libyan manufacturing ‘companies’ listed by the Information and
Industrial & Commercial Documentation Centre (I&ICDC) in 2008. These were from 6
different industries. The questionnaire was divided into three sections:- Demographic
Information of Companies, the Current Implementation of TQM elements, and the
Company’s Performance. The data was collected either through personal interview or
by telephone. A total of 56 completed questionnaires were received. This represents a
response rate of 86%. Variables of the study were both independent and dependent. The
six TQM elements were considered as independent variables and the Organisational
Performance as dependent variable. ISO 9000 certification and company-size were
considered as contextual factors (controlling variables). The six adopted TQM elements
as well as Organisational Performance were operationalized for empirical study and
measured through a questionnaire. Fundamental statistical methods were employed
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through all steps in the research methods. The SPSS software, version 15.0, and
Microsoft Excel were used for data analysis. As it was shown early, the six elements of
TQM were found to be reliable and valid for measuring TQM implementation and, to
some extent, predicting improvements in OP. The following chapter will show
descriptive statistics about respondents’ characteristics. Statistical methods were
employed for examining the hypotheses, data analysis, and presenting the results.
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Chapter 6: Survey results
6.1 introduction
This chapter provides the results obtained from the statistical tests performed on the
data. These are four sections: (1) demographic information on the data set (participants);
descriptive statistics on the mean and average of each construct; (2) reliability
information on the questionnaire; (3) the correlation matrix and path models, and finally
(4) stepwise regression analysis.
6. 2 Data Analysis- the questionnaire
The information collected by the questionnaire included demographic information about
the participating companies (section one of the questionnaire) and the implementation
of TQM elements (section two of the questionnaire) and information about the
company’s current performance (section three of the questionnaire).

6.2.1 Demographic information
In the sample 39 % of the participants were general managers, 39% were quality
managers and the rest were members of top management. This homogeneity is not
surprising since the questionnaire was administered to those who were believed to have
a sound knowledge of Quality Management in their participating companies. More than
82% of the participating managers had more than 10 years work experience within the
surveyed companies. The lowest educational level of the participants was a Bachelor’s
Degree with a majority from either an engineering or science background. The biggest
industrial sector among all those sectors covered, based on the number of companies in
each sector, was the Food sector followed by the Chemical sector, while the smallest
sector was the Cement & Building Material sector. Because the total number of widely
listed industrial companies in Libya was 65 at the time of this study, it is believed that
the industrial base of the Libyan economy was well covered. Each question listed under
demographic information was further elaborated as follows:
1. Position in the company (Q1): the following Table 6.1 shows the distribution of
participants according to their position in the companies.
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Table 6.1: Distribution of Participants according to their Position in the Companies
Position
No. of Managers
Percent (%)
General Manager
22
39.3
Quality Manager
22
39.3
Top Committee Member
12
21.4
Total
56
100%
Nearly 79% of the total participants were either quality or general managers. The other
participants were members of general management committees.

2. Highest Educational level (Q2): the following Table 6.2 shows the distribution of
participants according to their highest educational level.
Table 6.2: Distribution of Participants according to the their Highest Educational level
Type of industry
No. of Managers
Percent (%)
Secondary education
2
3.6
Community college/Diploma
5
8.9
Bachelor Degree
39
69.6
Master Degree
7
12.5
PhD Degree
3
5.4
Total
56
100%
Most of the participating managers (88%) had a minimum educational qualification of a
Bachelor’s Degree. The remaining 12% had Secondary Education qualifications or
Community College/Diploma qualifications indicating that these participants possessed
technical qualifications and practical knowledge which both contributed to the
understanding and completion of the questionnaire.
3. Background (Q3): the following Table 6.3 shows the distribution of participants
according to their background.
Table 6.3: Distribution of Participants according to their Background
Type of industry
No. of Managers
Percent (%)
Engineering
32
57.1
Business
8
14.3
science
11
19.6
Other
5
8.9
Total
56
100%
Table (6.3) shows that participating managers in the TQM survey were mostly from an
engineering (57%) or a business (14%) background which indicates that the managers
who completed the survey would have a practical knowledge of the company’s
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operations as well as a sound knowledge of the terminology used in the TQM survey.
The smallest proportion (9%) of the participants fell into that “other” category, which
included Dairy, Food, or Medical Technology.
4. Experience in the company (Q4): the following Table 6.4 shows the distribution of
participants according to their work experience in the participating companies.
Table 6.4: Distribution of Participants according to their Work Experience in the
Companies
Type of industry
No. of Managers
Percent (%)
Less than 5 years
2
3.6
5-10 years
8
14.3
More than 10 years
46
82.1
Total
56
100%
Approximately (82%) of the participating managers had worked for these companies for
more than 10 years. Approximately 18% had worked for the same company for at least
5 years. This indicates that the majority of the responding managers had sufficient
experience for them to provide the research with adequate and accurate information. It
was also noticed that all managers, from large companies, had been with these
companies for more than 10 years.
5. Type of industry (Q5): Table 6.5 shows the distribution of the companies according
to industry sector.
Table 6.5: Distribution of the Companies according to Industry Sector
Type of industry
No. of Companies
Percent (%)
The Food Industry
17
30.4
The Mineral Industry
7
12.5
The electronics and
5
8.9
Engineering industry
The Chemical Industry
15
26.8
The Textile and Furniture
8
14.3
Industry
The Cement & Building
4
7.1
Materials Industry
Total
56
100%
The 56 public companies involved in this present study represent a broad cross-section
of industrial sectors and form the base of Libyan industry. The largest industrial sectors
among all those covered, based on the number of companies in each one, were the Food,
and the Chemical sectors. The smallest was the Cement & Building Material sector.
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Since the total number of widely known industrial companies in Libya was 65 at the
time of study, it is believed that the industrial base of the Libyan economy has been well
covered.
6. The Year of Establishment (Q6): the following Table 6.6 shows the distribution of
companies according to the year of establishment.
Table 6.6: Distribution of Companies according to the Year of Establishment
Year of Establishment
No. of Companies
Percent (%)
1959 - 1969
6
10.7
1970 - 1980
18
32.1
1981 - 1991
10
17.9
1992 - 2002
10
17.9
2003 - 2006
12
21.4
Total
56
100%
The companies have been established for some time; the mean was 24 years (20101986). Only 10.7 percent of the companies have been established for less than 10 years.
The oldest established companies were predominantly Food, Chemical, and Cement &
Building Materials companies. The more recently established companies were also
dominated by the Food, and Chemical companies which indicates an ongoing expansion
in the Food and Chemical industries. The former is a vital industry and the later is one
of the major satellite industries which rely on the oil sector. The figure of industrial
companies grew sharply after 1969, stabilized over the following years with further
small increase in 2003-2006. Nearly 90 % of the participating companies were
established after the year 1969, the date of the change of government.

7. The number of employees (Q7): the following Table 6.7 shows the distribution of
companies according to the number of employees.
Table 6.7: Distribution of Companies According to the Number of Employees
Number of Employees
Company category
No. of
Percent
Companies
(%)
Less Than 100
Small companies S
20
35.7
100 To 500
Medium companies M
22
39.3
More Than 500
Large companies L
14
25.0
Total
56
100%
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The majority (75%) of the participating companies were Medium and Small (S&M)
sized. It should be noted that only 25 % of the participating companies could be
described as large. Most companies which can be described as Small and Medium
(S&M) operate in the Food, Chemical, Textile and Furniture Industries whereas the
large participating companies operate mostly in the Food, and Mineral Industries.
8. The current capital Investment (Q8): the following Table 6.8 shows the
distribution of companies according to current capital investment
Table 6.8: Distribution of Companies According to The current capital Investment
The current capital Investment
No. of Companies
Percent (%)
Less than LD 1,000,000
5
8.9
LD (1,000,000 – 5,000,000)
15
26.8
LD (5,000,001 – 10,000,000)
13
23.2
LD (10,000,001– 20,000,000)
4
7.1
More than LD 20,000,000
19
33.9
Total
56
100%
Most of the participating companies (about 34%) have capital investment of more than
LD 20,000,000. The largest establishment capital investment was commonly for the
Textile and Furniture and Mineral Industry, whereases the smallest (less than LD
1,000,000) was for a company belonging to the Food Industry. Predictably the large
companies had the largest number of employees and also the largest financial capital for
their establishment. However, approximately 63 % (12/19) of the participating
companies in the latter category (companies with more than LD 20,000,000) were large
companies.
9. Quality Assurance System (QAS) (Q9): the following Table 6.9 shows the
distribution of companies according to the availability of QAS/s.
Table 6.9: Distribution of Companies according to the availability of QAS/s
Quality Assurance System
ISO 9002
ISO 9001:2000
None
Total

No. of Companies
1
14
41
56

129

Percent (%)
1.8
25.0
73.2
100%

The majority of the certified companies have been certified by ISO 9001:2000, a small
percentage have been certified by ISO 9002. These two groups account for
approximately 27% and were predominantly in the Chemical and the Mineral Industries.
Only one company was certified by ISO 9002, which was engaged primarily in
production and installation process rather than design process. The majority of the noncertified companies were from the Food industry (15/41).
10. Companies planning to obtain a Certificate of International Assurance System
(ISO) in the short term (Q10): the following Table 6.10 shows the distribution of
companies according to their planning to obtain a Certificate of International Assurance
System (ISO) in the short term.
Table 6.10: Distribution of Companies according to their Planning to obtain a
Certificate of International Assurance System (ISO) in the Short Term
Planning towards the
No. of Companies
Percent (%)
obtainment of ISO certificate
Yes
42
75.0
No
14
25.0
Total
56
100%
Because the researcher was interested in obtaining one particular stage of ISO
certification in the survey, not in any other stage of certification usually required, the
number of certified companies was quite small. However, the above question went
further in order to investigate whether the non-certified companies were planning to be
ISO certified or not. About 75% of the companies showed interest in obtaining a newer
version of the ISO certificate either ISO: 9001:2000 or ISO9001:2008.
11. Quality Awards (Q11): the following Table 6.11 shows the distribution of
companies according to their achievement of Quality Awards.
Table 6.11: Distribution of companies according to their achievement of Quality
Awards
Obtainment of local or
No. of Companies
Percent (%)
International Quality Awards
Yes
7
12.5
No
49
87.5
Total
56
100.0
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Approximately 13 percent (7/56) of the participating companies had won either
international or local quality awards. The international quality awards were e.g. the
EQA, or the American Quality Award. The local quality awards were motivational
awards and certificates of participation. However, the largest proportion of participating
companies were not Quality Awarded (87.5%). This indicated the need for a future
study that focuses on barriers facing Libyan industrial companies to comply with
international quality awards requirements.
6.2.2 TQM implementation across the participating companies
This study investigated the implementation of six TQM elements: they included top
management commitment, customer focus, people management, supplier quality
management, continuous improvement, and process management (section 2 of the
questionnaire).
6.2.2.1 Top Management Commitment (TMC)
This element of TQM was measured by the subset items (1-9). Table 6.12, Figure 6.1
show the distribution of the Companies according to the Responses to TMC questions.
Table 6.12: Distribution of the Companies according to the Responses to TMC
questions
Question

Strongly
Disagree

Disagree

1
2
3
4
5
6
7
8
9

3.6
0
0
1.8
0
3.6
1.8
0
1.8

5.4
17.9
8.9
10.7
26.8
19.6
10.7
7.1
23.2

Neither
Agree Nor
Disagree
10.7
12.5
14.3
10.7
8.9
12.5
14.3
8.9
25.0
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Agree

Strongly
Agree

64.3
53.6
51.8
60.7
35.7
50.0
51.8
48.2
42.9

16.1
16.1
25.0
16.1
28.6
14.3
21.4
35.7
7.1
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Re sponse s to TM C Ite ms
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Figure 6.1: Distribution of the Companies (%) according to the Responses to TMC
questions
Item 1: “Top executives are actively involved in establishing and communicating the
organization's vision, goals, plans, and values for their quality program”.
As illustrated in Figure 6.1, approximately 16 % and 64 % responded “strongly agree”
and “agree” respectively. The majority (78%) in the first group were from S&M-sized
companies, predominately from the Chemical, Textile & Furniture, and Food industries.
Item 2: “Senior executives anticipate change and make plans to accommodate it”.
Approximately 54% responded “agree” and more than 16% responded “strongly agree”.
Managers who responded “strongly agree” were from companies in the following
sectors: the Food, Electronics & Engineering, Chemical, and Textile & Furniture with
(22 %) each. It was also found that all managers who responded “agree” were mostly
(22/30) from S&M-sized companies and those managers who responded “strongly
agree” were also mostly from S&M-sized companies.
Item 3: “Senior executives insist on accuracy and reliability of all information and
communications within the organization”.

Approximately 25 % responded “strongly agree” and 52% responded “agree”. Those
who responded “strongly agree” were mainly from the Chemical and Food industries
with (4/14) each followed by the Electronics & Engineering industry (2/14). For those
who responded “agree”, the majority were from the Food Industry (10/29) followed by
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the Chemical Industry (8/29). Those who responded “agree” were mostly from S&Msized companies (22/29). On the other hand, those who responded “strongly agree” were
also mainly from S&M-sized companies (11/14).
Item 4: “Top management allocates adequate resources towards efforts to improve
quality”.
Approximately 61 % of the participants agreed that Top Management allocates adequate
resources towards efforts to improve quality. It was also noticed that 16 % strongly
agreed to the above statement and that those who agreed were mainly from the Food
Industry (11/34) and the Chemical Industry (10/34). Managers who strongly agreed to
the same statement were from the Chemical Industry (3/9) followed by the Food,
Mineral, and Electronics & Engineering Industry equally with (2/9) each. Managers
who either “strongly agreed” or “agreed” to the statement were mostly from S&M-sized
companies with (7/9), and (27/34) respectively.

Item 5: “Top management view quality as being more important than meeting
production schedules”.
Approximately 36% of the participants agreed that Top Management viewed quality as
being more important than meeting production schedules. These managers were from
the Chemical Industry (9/20) followed by the Food Industry (5/20). Most were from
S&M-sized companies (18/20).
Item 6: “We have faith, trust and confidence in our managers and juniors would like to
follow them as role models”.
Approximately 64 % agreed positively (either “strongly agreed” or “agreed”) that they
had faith, trust and confidence in their managers and juniors would like to follow them
as role models. These were mainly from the Food Industry (12/36) followed by the
Chemical Industry (11/36). Most of those managers (30/36) were from S&M-sized
companies.
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Item 7: “Top management is evaluated on quality performance”.
This item was one that was most frequently responded either to as “agree” or “strongly
agree” (73%). Within the group that responded “agree”, (12/29) were from the
Chemical Industry, followed by the Food Industry (8/29). Within the group that
responded “strongly agree”, 33.5 % were from the Food Industry and an equal
percentage were from the Mineral Industry followed by the Electronics & Engineering
Industry with 17 %. Those who responded “agree” or “strongly agree” were mostly
(80%) from S&M-sized companies.
Item 8: “Top management pursues long-term business success”.
Approximately 84 % of participants responded positively i.e. “agree” or “strongly
agree” that Top Management pursues long-term business success. Within this group, 30
% were from the Food industry and 30 % were from the Chemical Industry followed by
13 percent from the Mineral industry. Also within this group, 76 % were from S&Msized companies.
Item 9: “All major department heads within our company accept their responsibility
for quality”
43 % responded “agree” to the last question in this group. This question was the one
that managers most frequently responded to with “neither agree nor disagree”. Almost
25 % responded “neither agree nor disagree”. Within this group, 36 % were from the
Chemical Industry followed by 29 % from the Electronics and Engineering industry.

In summary, most of the participants responded either “agree” or “strongly agree” on
the above items (practices) related to the role of top management’s commitment in
supporting TQM implementation except for the last item in which participants showed
less agreement. For each item, the largest percentage among all responses was “agree”.
Most of theses were from S&M-sized companies manly from the Food, Chemical, and
Mineral Industries.
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6.2.2.2 Customer Focus (CUSF)
This element of TQM was measured by the 10 items through items (10-19). Table 6.13
and Figure 6.2 show the distribution of the Companies according to the Responses to
CUSF questions.
Table 6.13: Distribution of the Companies according to the Responses to CUSF
questions
Question
Strongly
Disagree
Neither
Agree
Strongly
Disagree
Agree Nor
Agree
Disagree
10
0
1.8
10.7
50.0
37.5
11
3.6
8.9
12.5
51.8
23.2
12
5.4
19.6
12.5
41.1
21.4
13
1.8
10.7
10.7
66.1
10.7
14
1.8
26.8
23.2
41.1
7.1
15
5.4
28.6
25.0
32.1
8.9
16
1.8
25.0
17.9
39.3
16.1
17
1.8
26.8
16.1
33.9
21.4
18
5.4
26.8
14.3
26.8
26.8
19
5.4
14.3
10.7
50.0
19.6
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Figure 6.2: Distribution of the Companies (%) according to the Responses to CUSF
questions
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Item 10: “Product/service design, development and delivery are based on meeting the
needs of the customer”.
As shown in the Figure 6.2, this item was the one of the ten items (10-19), that
managers most frequently responded to as “strongly agree”. Approximately 38 %
responded “strongly agree”. Within this group, the majority (76 %), were from S&Msized companies and these managers were from the Chemical (7/21), and Food Industry
(5/21) followed by the Mineral Industry (4/21).
Item 11: “A wide variety of mechanisms for customers to contact the company easily
and effectively (e.g. certain phone number, e-mail and web site) are available”.
Approximately 52 % responded “agree”. Within this group, most (19/29) were from
S&M-sized companies:- the Food industry (10/29) followed by the Mineral industry
(8/29), and then the Electronics& Engineering Industry with (4/29).
Item 12: “A wide variety of mechanisms for seeking and learning customers' needs and
expectations (e.g. focus groups, customer surveys, customer visits and reviews) are in
place”.
Approximately 41 % of all managers responded “agree”. Within this group, most were
from the Food Industry (9/23) followed by the Chemical Industry (7/23), and then the
Textile& Furniture Industry (3/23). These managers were mainly (20/23) from S&Msized companies.
Item 13: “Key customer requirements are identified”.
This item of the ten items (10-19), was the one that was most frequently responded to as
“agree” (over 66 %). Within this group, 78 % were from S&M-sized companies, mostly
from the Food and Chemical Industries with (12/37), (11/37) respectively.
Item 14: “A complaints process and guidelines are established/complaints are
properly recorded”.
The participating managers similarly responded “agree” to this question as they did for
item 12. Approximately 41% responded “agree”. However, the second highest
proportion was assigned to those who responded to this statement as “disagree” (over 26
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%). Within the group who responded “agree”, 87 % were from S&M-sized companies,
mainly from the Chemical Industry (10/23) followed by the Food Industry (4/23).
Item 15: “Communication and training processes emphasize customer focus”.
This item of the ten items (10-19), was the one that was most frequently responded to as
“neither agree nor disagree”. Approximately 29 % responded “neither agree nor
disagree”. Only 32 % responded to the statement as “agree”. Within this group, 83 %
were from S&M-sized companies, (7/18) from the Chemical Industry (7/18) followed
by the Food Industry (5/18).
Item 16: “We measure customer satisfaction on a regular base”.
Approximately 39 % responded “agree” and 16% responded “strongly agree”.
Therefore, approximately 55 % responded positively either “agree” or strongly agree”.
Within this group, 87% were mainly from S&M-sized companies. In the same group,
nearly half were from the Chemical Industry (12/31) followed by the Food Industry
(9/31), and then Textile and Furniture Industry, and Mineral industry with (4/31) each.

Item 17: “Customer-focused strategies and approaches are continuously reviewed for
further improvement”.
Similarly, Approximately 34 % responded “agree” and 21% responded “strongly
agree”. Approximately 55 % responded positively either “agree” or strongly agree”.
Within this group, most (84%) from S&M-sized companies: the Chemical Industry
(10/31), followed by the Food Industry (9/31). However, Approximately 27 %
responded “disagree”.
Item 18: “After-sales strategies are an important part of our business strategy”
Managers provided an equal response (27% each) to this statement as “agree” or
“strongly agree”. A total of 30 responded positively either “agree” of “strongly agree”.
Within this group, 60% was equally shared by the Chemical, and Food Industry and
27% was equally shared by the Textile & Furniture, and the Electronics & Engineering
Industries. In general, more than three-quarters (86%) were from S&M-sized
companies.
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Item 19: “Customer relationships and partnerships are fostered”.
The last item of subset (10-19) was agreed to by more than half of the respondents.
Approximately 50% responded “agree” and 20% responded “strongly agree”. This
means that 70 % were in agreement with the above statement. Within this group, most
(79%) were from S&M-sized companies and included the Chemical, Food, and the
Electronics & Engineering Industry with 31%, 25%, and 13% respectively.
In summary, most of the participants responded either “agree” or “strongly agree” on
the above items related to customer focus. However, item 13 and 14 were less positively
agreed to or strongly agreed to. For each item, the largest percentage among all
responses was “agree” except item 18 in which responses to as either “disagree’’,
“agree”, and “strongly agree” were equal. Most of the participants who responded
“agree” were from S&M-sized companies, mainly from the Chemical, Mineral, and then
Food and Textile &Furniture Industry.
6.2.2.3 People management (PEM)
This element of TQM was measured by the 12 items through the subset (20-31). Table
6.14 and Figure 6.3 show the distribution of the Companies according to the Responses
to PEM questions.
Table 6.14: Distribution of the Companies according to the Responses to PEM
questions
Question
Strongly
Disagree
Neither
Agree
Strongly
Disagree
Agree Nor
Agree
Disagree
20
7.1
14.3
12.5
57.1
8.9
21
1.8
35.7
19.6
37.5
5.4
22
3.6
19.6
26.8
37.5
12.5
23
1.8
7.1
7.1
62.5
21.4
24
5.4
35.7
14.3
30.4
14.3
25
7.1
39.3
10.7
33.9
8.9
26
7.1
42.9
16.1
30.4
3.6
27
0
23.2
12.5
51.8
12.5
28
10.7
26.8
25.0
33.9
3.6
29
1.8
14.3
19.6
53.6
10.7
30
3.6
5.4
16.1
62.5
12.5
31
7.1
21.4
25.0
35.7
10.7
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Figure 6.3: Distribution of the Companies (%) according to the Responses to PEM
questions
Item 20: “The selection and recruitment process in our company is effective (in terms
of the objectivity and right man for the right job”.

As illustrated in Figure 6.3, this item, of the subset (20-31), was the one that was most
frequently responded to as “agree”, approximately 57%. Within this group, 31% were
from the Chemical Industry and 25% were from the Food Industry and 25% was equally
shared between the Mineral Industry and the Electronics& Engineering industry.
Item 21: “Promotion and career development programmers emphasize quality
management in the organization”.

The managers responded “agree” and “disagree” in nearly equal proportions.
Approximately 38% responded as “agree” and 36% responded as “disagree”. However,
approximately 43% responded positively as “agree” and “strongly agree”. Within this
group, 38% were from the Food Industry, 33% from the Chemical Industry followed by
13% from the Mineral Industry.
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Item 22: “The concept of the 'internal customer', i.e. the next person or process down
the line and including all employees, is well understood at this company”.

This item, of the subset (20-31), was the one that was most frequently responded to as
“neither agree nor disagree”. Approximately 27% responded “neither agree nor
disagree”. Approximately 38 % responded “agree” and 13% responded “strongly
agree”. Approximately 51% responded positively to the above statement as either
“strongly agree” or “agree”. Within this group, 79% were from S&M-sized companies
and included the Chemical Industry (32%) followed by the Food Industry (25%).
Item 23: “Communication is open and continues in three directions: up, down and
across”
This item, of the subset (20-31), was the one that was most frequently responded to as
“agree”. Approximately 63% responded “agree”. Within this group, 31% were from the
Chemical Industry, followed by the Food industry (20%) and then the Mineral Industry
(17%). It was also found that 21% of all managers responded “strongly agree”.
Item 24: “The Company concentrates on ongoing development of personnel by
establishing extensive training programs that covers all aspects of TQM”.
The largest proportion of the participating managers responded as “disagree”.
Approximately 36 % responded as “disagree”. However, 45 % responded positively as
either “agree” or “strongly agree” to the above statement. Within this group, 76% were
from S&M-sized companies and included companies from the Chemical Industry (40%)
followed by companies from the Food Industry (20%) and Mineral Industry (20%).
Item 25: “Training needs are assessed periodically. Training plans are developed, and
training budgets are allocated in the company”.
This item, of the subset (20-31), was the second highest proportion who disagreed on
the above statement. Approximately 39 % responded “disagree”. However, 43%
responded positively with agree and strongly agree on the same statement. Within this
group, 63% were from S&M-sized companies and included those from the Food
Industry, the Chemical, and from the Mineral Industry with 33%, 29%, and 21%
respectively.
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Item 26: “The Company periodically implements quality activities such as quality
circles, quality improvement teams, or suggestion systems”.

This item was the one that was most frequently responded to as “disagree”.
Approximately 43% responded “disagree”. Only 34% responded positively as either
“agree” or “strongly agree” to the above statement. Within this group, 84% were from
S&M-sized companies which included companies from the Chemical Industry (37%)
followed by Food (32%), and then the Mineral Industry (16%).
Item 27: “Our Occupational Health and Safety practices are excellent”.
More than half of the participating managers responded “agree”. Within this group,
approximately 66% were from S&M-sized companies. 28% were from the Food
Industry followed by the Chemical Industry (24%), and the Mineral Industry (21%).
Approximately 13 % of all participating managers strongly agreed on the above
statement.
Item 28: “Employee satisfaction is formally and regularly measured”.
About one quarter of all managers responded “neither agree nor disagree”. Also a little
above the previous proportion responded “disagree”. However, 38% responded
positively to the statement. Within the group, 90% were from S&M-sized companies
and these were mostly from companies operating in the Food, Chemical, and Mineral
Industry with (33%), (33%), and (19%) respectively.
Item 29: “The Company has made employees responsible for quality, they are
encouraged to make suggestions, and in many cases allowed to take action”.
This item is one of the five items on which more than half of all managers responded
positively. Approximately 54% responded “agree”. Within the group, 83% were from
S&M-sized companies. Within the same group, 33% were from the Food Industry
followed by the Chemical Industry (27%).
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Item 30: “The Company uses a team approach that entails ideas generation,
alternative evaluation and consensus building to solve problems”.
This item among the subset (20-31), was the one that had the highest response.
Approximately 63% responded “agree”. Within the group, approximately 80% were
from S&M-sized companies and included companies operating in the Chemical, and the
Food Industry with (63%) shared equally, followed by their counterparts operating in
the Mineral Industry (14%).

Item 31: “We have a transparent and effective appraisal system for recognizing and
rewarding employees for their efforts”.
About one quarter of all managers responded “neither agree nor disagree”. However,
nearly half of all managers (47%) responded positively as, either “agree” or strongly
agree”, to the above statement. Within this group, 88% of the managers were from
S&M-sized companies and they were from the Chemical Industry (42%), and (38%)
shared equally between the Food Industry and the Textile and Furniture Industry.

In summary, most of the participants either “agree” or “strongly agree” on the above
items related to PEM. For each item, the largest percentage among all responses was
“agree” except items 24, 25, and 26 on which most participants disagreed. Most of the
participants, who responded “agree”, were from S&M-sized companies manly from the
Chemical, Mineral, and then Food Industry.

6.2.2.4 Supplier Quality Management (SUPM)
This element of TQM was measured by the 6 items through the questions (32-37). Table
6.15 and Figure 6.4 show the distribution of the Companies according to the Responses
to SUPM questions.
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Table 6.15: Distribution of the Companies according to the Responses to SUPM
questions
Question
Strongly
Disagree
Neither
Agree
Strongly
Disagree
Agree Nor
Agree
Disagree
32
1.8
8.9
7.1
57.1
25.0
33
0
10.7
7.1
53.6
28.6
34
7.1
28.6
19.7
35.7
8.9
35
3.6
19.6
7.1
55.4
14.3
36
7.1
12.5
8.9
57.1
14.3
37
0
12.5
8.9
55.4
23.2
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Figure 6.4: Distribution of the Companies (%) according to the Responses to SUPM
questions
Item 32: “Our Company has established long-term co-operative relations with
suppliers”.
As shown in Figure 6.4, this item of the subset on SUPM, was the one that managers
most frequently responded to as “agree”, approximately 57%. Within the group, the
highest percentage was from the Food Industry (28%) followed by the Chemical
Industry (22%) and then the Textile& Furniture Industry (19%). Approximately 25%
responded “strongly agree”.
Item 33: “Our Company regards product quality as the most important factor for
selecting suppliers”.
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This item among other items (20-31), was the one that was most frequently responded
to as “strongly agree”. Approximately 29% responded “strongly agree” and within this
group, 94% were from S&M-sized companies in the Chemical industry (44%) followed
by the Food Industry, (25%).
Item 34: “Our Company always participates in supplier activities related to quality”.
This item of the subset on SUPM was the one that managers most frequently responded
to as “neither agree nor disagree”. Approximately 29 % responded” neither agree nor
disagree”. Approximately 36% responded “agree”. Within this group, the majority of
managers (80%) were from S&M-sized companies and included managers working for
the Chemical Industry (40%) followed by the Food Industry (30%).
Item 35: “Our Company always gives feedback on the performance of suppliers'
products”
Approximately 14% responded “strongly agree” and 55% responded “agree”. Within
the last group, 81% were from S&M-sized companies: the Food Industry followed by
the Chemical Industry, and then the Textile& Furniture Industry with (32%), (29%), and
(13%) respectively.
Item 36: “Our Company has detailed information about supplier performance”.
This item of the subset on SUPM was one of two items (32, and 36) that managers most
frequently responded to as “agree”. Approximately 57% responded “agree”. Within this
group, 75% were from S&M-sized companies which included: Chemical Industry
(31%) followed by Food Industry (28%) and then the Textile& Furniture Industry
(19%).
Item 37: “Our Company relies reasonably on few dependable suppliers”.
This item of the subset on SUPM was given the second highest response.
Approximately 57 % responded “agree”. Within this group, approximately 65% were
from S&M-sized companies which included: Food industry (32%), followed by the
Chemical Industry (26%), and then (26%) shared equally between the Mineral, and the
Textile& Furniture Industry.
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In summary, most of the participants responded either “agree” or “strongly agree” to the
above practices related to Supplier Quality Management. Within these groups, most of
the participants were from S&M-sized companies and included many from the
Chemical, Food, and the Textile& Furniture Industry.
6.2.2.5 Continuous Improvement (CONT_IMP)
This element of TQM was measured by the 7 items through the statements (38-44).
Table 6.16 and Figure 6.5 show the distribution of the Companies according to the
Responses to CONT_IMP questions.
Table 6.16: Distribution of the Companies according to the Responses to CSUPM
questions
Question Strongly
Disagree
Neither
Agree
Strongly
Disagree
Agree Nor
Agree
Disagree
38
1.8
12.5
8.9
55.4
21.4
39
0
1.8
3.6
57.1
37.5
40
5.4
23.2
26.8
32.1
12.5
41
17.9
33.9
16.1
28.6
3.6
42
1.8
26.8
8.9
55.4
7.1
43
0
8.9
14.3
62.5
14.3
44
0
8.9
10.7
67.9
12.5
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Figure 6.5: Distribution of the Companies (%) according to the Responses to
CONT_IMP questions
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Item 38: “This organization encourages continual study and improvement of all its
products, services and processes”.
As illustrated in Figure 6.5, this item, of the subset on CONT_IMP, was the second one
in the group that was most frequently responded to as “strongly agree”. Approximately
21% responded “strongly agree”. Approximately 55% responded “agree”. Within the
last group, approximately 84% were from S&M-sized companies.
Item 39: “We frequently measure the product and process quality”.
This item, of the items on CONT_IMP, was the one with the highest response of
“strongly agree”. Approximately 38% responded “strongly agree”. They also agreed on
this item more than they did on the first item. Approximately 57% responded “agree”.
Within this group, the majority were from S&M-sized companies and only a few from
large companies. These managers were from the Food Industry (31%) followed by the
Chemical Industry (22%) and then the Textile& Furniture Industry (16%).
Item 40: “We have a program aimed at finding time and cost losses in all internal
processes”.
This item, of the subset on CONT_IMP, was the one with the highest response which
was most frequently responded to as “neither agree nor disagree”. Nearly 27%
responded “neither agree nor disagree”. However, overall managers were more positive
as 32% responded “agree”. Within this group, were Chemical Industry (28%) followed
by the Textile& Furniture Industry (22%), and then the Mineral industry and the
Electronics& Engineering Industry with (17%), and (17%) respectively.
Item 41: “Our Company uses the seven QC tools extensively for process control and
improvement”.
This item, of the subset on CONT_IMP, was the one with the lowest positive response.
Approximately 28 % responded “agree” and only 4% responded “strongly agree”.
Those who responded positively (32%) either as “strongly agree” or “agree”,
approximately 39% were from the Chemical industry, 25% from the Food Industry
(28%), and then the Mineral Industry (17%). Within the same group, more than half
were from S&M-sized companies.
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Item 42: “Our Company uses PDCA cycle extensively for process control and
improvement”.
Compared with the other items (38-44) used to evaluate CONT_IMP, it was noticed that
this item was the highest proportion with a negative response. Approximately 26%
responded “disagree”. However, Approximately 63% responded positively to the above
statement. Within this group, 80% were from S&M-sized companies and were from the
Food Industry followed by the Chemical Industry and the Mineral Industry with 37%,
26%, and 14% respectively.
Item 43: “Our decisions regarding quality improvement is always based on objective
data”.
This item, of the subset on CONT_IMP, was given the second highest positive
response. Approximately 62 % responded “agree”. Within this group, about 71% were
from S&M-sized companies, primarily from the Food Industry followed by the
Chemical Industry with 34%, and 26% respectively.

Item 44: “The aim of evaluation is for improvement not for criticism”.
This statement, of the statements on CONT_IMP, was given the highest positive
response. Approximately 67% responded “agree”. Within this group, more than 75%
were from S&M-sized companies that included companies from the Food Industry
(32%), the Chemical Industry (26%), and the Textile & Furniture Industry (13%).
In summary, most of the participants responded either “agree” or “strongly agree” to the
above practices related to the CONT_IMP except that participants tended to disagree on
item 41. Within the groups who responded either “agree” or “strongly agree” to the
above practices, the majority of participants were from S&M-sized companies and they
were mainly from the Chemical, Food, and Mineral Industries.
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6.2.2.6 Process Management (PRO_M)
This element of TQM was measured by the 6 items in statements (45-50). Table 6.17
and Figure 6.6 show the distribution of the Companies according to the Responses to
CONT_IMP questions.
Table 6.17: Distribution of the Companies (%) according to the Responses to PRO_M
questions
Question
Strongly
Disagree
Neither
Agree
Strongly
Disagree
Agree Nor
Agree
Disagree
45
1.8
10.7
17.9
48.2
21.4
46
0
19.6
7.1
48.2
25.0
47
7.1
28.6
28.6
30.4
5.4
48
3.6
8.9
12.5
69.6
5.4
49
3.6
32.1
25.0
35.7
3.6
50
1.8
8.9
10.7
58.9
19.6
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Figure 6.6: Distribution of the Companies (%) according to the Responses to PRO_M
Questions
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Item 45: “Our Company is kept neat and clean at all times”.
As shown in Figure 6.6, approximately 48% responded “agree”. Within this group, the
majority were from the Food Industry followed by the Chemical industry and then the
Mineral Industry with (37%), (30%), and (15%) respectively.
Item 46: “Production equipment is maintained well according to maintenance plan”.
This item, of the subset on PRO_M, was the one that was most frequently responded to
as” strongly agree”. Approximately 25% responded “strongly agree”. Approximately
48% responded “agree”. Most of those from the last group were from S&M-sized
companies, predominantly from the Food, Chemical and Textile & Furniture Industry.
Item 47: “Our Company uses SPC extensively for process control and improvement”.
The response was almost equally divided on categories which included “disagree”,
“neither agree nor disagree” and “agree” with 28%, 28%, and 30% respectively.
Managers who responded “agree” were predominantly from the Food Industry (29%)
followed by the Chemical (17.5%), and Mineral Industry (17.5%).

Item 48: “Our processes are designed to be ``fool proof'' in order to minimize the
chance of employee error”.
This item, of this subset, was the one that was most frequently responded to as “agree”.
Approximately 69% responded “agree”. The majority (77%) from this group were from
S&M-sized companies, predominantly from the Food Industry (31%), the Chemical
Industry (31%), the Textile and Furniture Industry (13%), and the Mineral Industry
(13%).
Item 49: “We systematically conduct extensive benchmarking of other companies
business processes”.
Approximately 36% responded “agree”. The majority within this group were from
S&M-siezed companies, predominantly from the Food Industry, the Chemical Industry
and the Textile and Furniture Industry.
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Item 50: “We have site-wide standardized and documented operating procedures”.
This item, of the subset on PRO_M, was the one given the second highest response.
Approximately 59% responded “agree”. Within this group, approximately 73% were
from S&M-sized companies, predominantly the Food (33%), the Chemical (27%), and
the Textile and Furniture Industries (15%). Approximately 20% responded “strongly
agree”.

In summary, the majority of the participants responded either “agree” or “strongly
agree” to the above practices related to the process management. Within theses groups,
most of the participants were from S&M companies including many from the Food,
Mineral, and chemical Industries.
6.3 Company Category (High & low levels of TQM Implementation)
This study dispenses with the usual practice of researchers of classifying companies as
either TQM or non-TQM based on a simple yes/no response to a question of whether or not
they have implemented TQM. As it was demonstrated by (Ahire, Waller et al., 1996), some
"formal" TQM companies, may in reality, be no different from non-TQM companies, or
even worse than non-TQM companies. Therefore, this study did not use such naive
dichotomies to report its empirical results. Instead, companies were classified on a careful
evaluation of the extent to which they have implemented the TQM philosophy. This will
provide a more precise analysis of how the adoption of the TQM philosophy can help
organizations to improve their quality performance. Accordingly, the surveyed companies
were classified into two categories: high-TQM, and low-TQM companies. The study further
investigates the mediating influence of the ISO 9000 certification on each category.

The analysis was conducted by dividing the 56 responding manufacturing companies into
two subgroups; those that had a high extent of adoption of the TQM philosophy and
methods, and those that had a low extent of adoption of the TQM philosophy and methods.
The classification technique was described in detail in chapter 5. The classification of
companies according to Top Management Commitment is shown in Appendix C-1.

The participating companies were classified according to all other TQM elements. In
relation to the overall TQM, the classification was based on the response given to all
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items measuring TQM implementation (items 1 to 50). The classification of companies
according to TQM elements as individual factors is given in Appendix C-2. As shown
in Appendix C-2, approximately 9% (5/56) of participants showed a high-level of each
TQM elements, and 14% showed a low-level of each TQM elements. In general, as
shown in the appendix C-2, about 45% of all companies showed a high level of each
element of TQM, and about 45% of all companies showed a low level of each element
of TQM. For more details, the distribution of the companies according to the Low and
High level of Each Element of TQM is shown in Table 6.18 and Figure 6.7.
Table 6.18: Distribution of the companies (No. of companies, %) according to the Low
and High level of Each Element of TQM
Elements of
TQM

Low-level of TQM
No. of
Percent
companies
(%)
27
48.2
27
48.2
28
50.0
25
44.6
22
39.2
29
51.7
25
44.6

TMC
CUSF
PEM
SUPM
CONT_IMP
PRO_M
Over all TQM

High-level of TQM
No. of
Percent
companies
(%)
23
41.0
26
46.2
27
48.2
19
33.9
28
50.0
21
37.5
25
44.6

Excluded
No. of
Percent
companies
(%)
6
10.8
3
5.6
1
1.8
12
21.5
6
10.8
6
10.8
6
10.8

Distribution of Companies (% ) according to Low and High
Level of TQM Implementation
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Over all
TQM

The Items
Low-Level TQM Implementation

High-Level TQM Implementation

Excluded Companies

Figure 6.7: Distribution of the companies (No. of companies, %) according to the Low
and High level of Each Element of TQM
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1- Top Management Commitment (TMC): Approximately 22% of all companies with
a high-level of TMC were companies with ISO 9000 certification, whereas
approximately 74% of the low-level companies were without ISO 9000 certification.
More than 75% of the high-level companies were S&M sized, and most were
predominately from the Chemical, the Food, and the Mineral Industries. Most of the
low-level companies were also from the Food, and Chemical, and the Textile &
Furniture industries.
2- Customer Focus (CUSF): Approximately 35 % of all companies with a high-level
of CUSF were companies with ISO 9000 certification, whereas 81% of the low-level
companies were without ISO 9000 certification. Approximately 85% of the high-level
companies were S&M sized and many were from the Chemical, Food, and Mineral
Industries. Approximately 67% of all of the low-level companies were S&M sized,
predominantly from the Food, Textile & Furniture, and Chemical Industries.
3- People Management (PEM): Approximately 30% of the companies with high-level
of PEM were those with ISO 9000 certification, whereas 75% of the low-level
companies were those without ISO 9000 certification. Approximately 81% of the highlevel companies were S&M sized and these were mainly from the Chemical, Food, and
Mineral Industries. Approximately 68% of the low-level companies were S&M
predominantly from the Food, and Textile & Furniture Industries.
4- Supplier Quality Management (SUPM): Approximately 32% of the companies
with a high-level of PEM were companies with ISO 9000 certification, whereas 80% of
the low-level companies were without ISO 9000 certification. Approximately 89% of
the high-level companies were S&M sized, predominately from the Chemical, Food,
and Textile & Furniture Industries. Approximately 64% of the low-level companies
were S&M sized, and mainly from the Chemical, Textile & Furniture, and Food
Industries.
5- Continuous Improvement (CONT_IMP): Approximately 29% of the companies
with high-level of CONT_IMP were those with ISO 9000 certification, whereas 77% of
the low-level companies were those without ISO 9000 certification. Approximately 82
% of the high-level companies were S&M mostly from the Food, Textile and Furniture,
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and Chemical Industries. All of the low-level companies were predominately from the
Chemical, Food, and the Mineral Industries.
6- Process Management (PRO_M): Approximately 19% of the companies with highlevel of PRO_M were companies with ISO 9000 certification, whereas 66% of the lowlevel companies were companies without ISO 9000 certification. More than 75% of the
high-TQM companies were S&M-sized companies, and they were primarily from the
Food, the Chemical, and Mineral Industries. Approximately 69% of the low-level
companies were S&M predominately from the Chemical, Food, and the Textile and
Furniture Industries.
7- The Overall TQM: Approximately 32% of the companies with a high-level of TQM
were those with ISO 9000 certification, whereas 72% of the low-level TQM companies
were companies without ISO 9000 certification. Approximately 84% of the high-TQM
companies were S&M sized, and included many from the Food, Chemical, and Mineral
Industries. More than half of the low-level companies were S&M sized predominately
from the Food, Chemical, and Textile and Furniture Industries.
6.4 Descriptive statistics
The mean and standard deviations for each variable were computed and the outcomes
are provided below. To compute the average for each variable (construct), firstly, the
total values for all items for a given construct were calculated. Subsequently, the
average was computed by dividing the total value by the number of items. As it is
shown in Table 6.19 below, the term “Maximum” and “Minimum” means the maximum
and minimum score given by a participating manager in response to the questions on a
particular construct. For instance, there are nine questions for Top Management
Commitment. The sum of the values that one participant gave to all of the questions was
1.3 (which was the minimum score), and another participant gave a total of 5 (which
was the maximum). The subsequent abbreviations are used for the variables:
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Independent variables
Top Management Commitment = TMC_Total
Customer Focus = CUSF_Total
People Management = PEM_Total
Supplier Quality Management = SUPM_Total
Continuous Improvement = CONT_IMP_Total
Process Management = PRO_M_Total

Dependent Variables (Operational Performance Measures)
Customer Satisfaction = PER_OF_CS
Employee Morale = PER_OF_EM
Defects Rate (decrease as a % of the production volume) = PER_DEFECTS_RATE
Production Improvement (decrease in the stoppage rate %) = PER_PRODUCTION_STOPPAGES
Exports Growth = PER_EXPORT_GROWTH
Production Improvement (increase as in the production capacity) =
PER_PRODUCTION_GROWTH
Overall Competitive Position compared with an excellent competitor in the same industry) =
PER_OCP

Dependent Variables (Financial Performance Measures- FPM(s))
Sales Growth = PER_SALES_GROWTH
Profit Growth = PER_PROFIT_GROWTH

Table 6.19: Descriptive statistics
Variable
Maximum Minimum Mean Std./Deviation
TQM elements
TMC_Total
5.00
2.00
3.73
.6576
CUSF_Total
5.00
1.30
3.56
.8131
PEM_Total
5.00
1.92
3.31
.6745
SUPM_Total
5.00
2.00
3.68
.7403
CONT_IMP_Total
5.00
2.14
3.58
.6078
PRO_M_Total
5.00
1.83
3.51
.6457
Operational Performance Measures OPM
PER_OF_CS
4.00
1.00
2.26
.9312
PER_OF_EM
4.00
1.00
2.82
.7887
PER_OCP
4.00
1.00
2.61
.8666
PER_DEFECTS_RATE
5.00
1.00
2.80
1.1187
PER_PRODUCTION_STOPPAGES
5.00
1.00
2.50
1.3211
PER_EXPORT_GROWTH
3.00
1.00
1.14
.4013
PER_PRODUCTION_GROWTH
5.00
1.00
2.48
1.321
Financial Performance Measures FPM (s)
PER_SALES_GROWTH
5.00
1.00
2.8214
1.4660
PER_PROFIT_GROWTH
5.00
1.00
1.9821
1.0701
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6.5 The level of implementation for TQM practices
As shown in Table 6.20, the mean score of each TQM element in the questionnaire was
computed. By examining the summary of the mean scores, it is seen that these range
from 3.31 to 3.73, which is, to some extent, lower than the extent of TQM
implementation by Australian SMEs, which ranges between 3.32 to 4.49 (Rahman,
2001). However, it can be argued that the TQM practices, as emphasized by (Rahman,
2001), were relatively unlike those proposed in this study, although there were some
comparable ones such as highlighting the importance of leadership, employee
empowerment & involvement, customer management, and process control. This
proposed that the level of TQM implementation in companies may be influenced by the
development level of a country’s economy in additional to the length of TQM
implementation. (Rao, Raghunathan et al., 1997) stated that the quality progress in the
developed countries has a much longer history than that in the developing ones.
Table 6.20: The mean of the key TQM elements for implementation
Element of TQM
Item
Mean
Number
Top Management Commitment
1
3.83
2
3.67
3
3.92
4
3.78
5
3.66
6
3.51
7
3.80
8
4.12
9
3.30
Customer Focus
10
4.23
11
3.82
12
3.53
13
3.73
14
3.25
15
3.10
16
3.42
17
3.46
18
3.42
19
3.64
People Management
20
3.46
21
3.08
22
3.35
23
3.94
24
3.12
25
2.98
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Overall mean
3.73

3.56

3.31

Supplier Quality Management

Continuous Improvement

Process Management

26
27
28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43
44
45
46
47
48
49
50

2.80
3.53
2.92
3.57
3.75
3.21
3.94
4.00
3.10
3.57
3.58
3.89
3.82
4.30
3.23
2.66
3.39
3.82
3.83
3.76
3.78
2.98
3.64
3.03
3.85

3.68

3.58

3.51

Of these six TQM elements in the above Table 6.20, top management commitment was
the highest overall mean rating of 3.73, followed by supplier quality management with
overall mean rating of 3.68. People management gave the lowest overall mean rating of
3.31. It was also observed that many of the participating managers rated “the degree of
disagree or agree” at the lower end of the scale, between “disagree” to “agree”. This
may suggest that Libyan companies could still be endeavoring to implement TQM
effectively.
6.6 Testing for significant difference of means (t-test)
Following the analysis of the first two sections of the questionnaire, it was recognized
that a number of statistical tests would be useful to justify further the extent of TQM
implementation among Libyan manufacturing companies. Two significance tests were
performed to examine whether there are any significance differences between S&M and
large companies on the extent of TQM implementation. To accomplish this purpose, the
following hypotheses were proposed:
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1. To examine for a significance difference in the extent of TQM elements between
companies with, and without ISO 9000, the null hypothesis for independent
samples T-Test is:
H0: µ1 = µ2;
H1: µ1 ≠ µ2
Therefore:
H0: TQM elements are not different across ISO-certified and non-ISO
certified companies.
H1: TQM elements are different across ISO-certified and non-ISO certified
companies.
2. To examine for a significance difference in the extent of TQM elements between
S&M and large companies, the null hypothesis for independent samples T-Test
is:
H0: µ1 = µ2;
H1: µ1 ≠ µ2
Therefore:

H0: There is no significant difference between S&M sized companies (on
each of TQM elements) and those of large companies.

H1: There is a significant difference between S&M sized companies (on
each of TQM elements) and those of large companies.

3. To examine for a significance difference in the OP between companies with and
without ISO 9000, the null hypothesis for independent samples T-Test is:
H0: µ1 = µ2;
H1: µ1 ≠ µ2
Therefore:

H0: There is no significant difference in the influence of TQM
implementation on OP for manufacturing companies with ISO 9000 and
those without ISO 9000.
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H1: There is a significant difference in the influence of TQM
implementation on OP for manufacturing companies with ISO 9000 and
those without ISO 9000.
A t-test for independent groups is useful when the researcher’s goal is to compare the
difference between the means of two groups on the same variable. Levene’s test for
Equality of Variances" is a test of the homogeneity of variance assumption. When the
value for F is large and the P-value is less than .05, this indicates that the variances are
heterogeneous, which violates a key assumption of the t-test. To test for a significant
difference in the extent of TQM implementation (six TQM elements) between ISO9000 certified companies and non ISO-9000 certified companies, the ordinary
comparison t-test was performed. As all the significance levels resulting from the
Levene’s test for Equality of Variances were larger than .05, this means that the
assumption of equal variance has not been violated. The results of significance test are
shown in Table 6.21.

Table 6.21: Results of TQM implementation---comparison between ISO-9000 certified
against non-ISO 9000 certified.
TQM elements

With ISO-9000

Without ISO 9000

p-value

t

Results

TMC

Top management commitment

3.792

3.718

.711

.372

Not sig.

CUSF

Customer focus

3.853

3.458

.108

1.633

Not sig.

PEM

People management

3.511

3.241

.188

1.332

Not sig.

SUPM

Supplier quality management

3.811

3.638

.444

.771

Not sig.

CONT_IMP

Continuous improvement

3.676

3.547

.486

.701

Not sig.

PRO_M

Process management

3.466

3.528

.754

-.314

Not sig.

Grand mean

3.684

3.521

As is shown in Table 6.21, the mean of TQM element is given for both ISO 9000
certified companies and non-ISO 9000 certified companies. The results show that there
is no statistical significant difference between the TQM elements among the
participating companies, even though 26.7 % of these companies have had a certified
quality system in their companies. All ISO 9000 certified companies were either
certified with ISO 9002 (1 /15 companies) or certified with ISO 9001:2000 (14/15). The
focus on implementing ISO 9000 will not be enough to pursue the fruit of TQM
implementation in the long term run. Libyan manufacturing companies should dedicate
more efforts towards the journey towards TQM. Although the extent of the six TQM
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elements is quite similar in term of the mean practice, the two TQM elements including
customer focus and people management were the least mean practices implemented by
Libyan manufacturing companies with means practices 3.458 and 3.241 respectively.

In future quality improvement planning, Libyan manufacturing companies need to have
a sound policy of focusing on customers as well as managing employees. If these
elements of TQM were not given the necessary importance, the chances of a negative
effect on both internal and external customers will be greater and can result in financial
loss. The Libyan manufacturing companies must recognize that customer focus is the
underpinning principle in TQM philosophy. However, the internal customer is essential
too and there has to be a culture in companies in which their employees see each other
as customers. This will result in reducing re-work and scrap, reducing throughput times
and a general overall desire to take pride in work for the benefit of both internal and
external customers. By focusing on both internal and external customers, Libyan
manufacturing companies, both S&M and large companies, will be able to compete
more effectively. The results of a second test of significance is given in Table 6.22.

Table 6.22: Results of TQM implementation--comparison between S&M against

Large companies.
TQM elements

S&M companies

Large companies

p-value

t

Results

TMC

Top management commitment

3.833

3.452

.060

1.922

Not sig.

CUSF

Customer focus

3.659

3.278

.130

1.537

Not sig.

PEM

People management

3.394

2.071

.121

1.574

Not sig.

SUPM

Supplier quality management

3.793

3.357

.055

1.959

Not sig.

CONT_IMP

Continuous improvement

3.642

3.398

.194

1.314

Not sig.

PRO_M

Process management

3.583

3.297

.153

1.448

Not sig.

Grand mean

3.650

3.142

It was anticipated that the extent of TQM implementation among large companies
would be more advanced and better established than among the S&M companies, but
the outcomes show this is not so. Statistical results indicate that there was no significant
difference between the S&M companies and large companies’ mean of TQM elements
at the 0.05 significant level. In addition, the mean of TQM elements in S&M sized
companies are, on average, slightly better than the mean of TQM elements among large
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companies. In the group of S&M companies, the role of top management commitment
(3.833), supplier quality management (3.793), and customer focus (3.659) were given
the top priorities by S&M companies as compared with large companies. In relation to
large companies, Top management Commitment (3.452), Continuous Improvement
(3.398), and Supplier Quality Management (3.357) were rated among the top priorities.
However, the mean of “people management” element was found to be the lowest mean
as compared with other TQM elements and this is the case for S&M companies as well
as large companies with means equal to (3.394) and (2.071) respectively.

Despite the slight difference in TQM implementation in S&M and large companies, the
grand means of TQM implementation in the two groups are between “moderate” and
“highly practiced” with the grand mean of practices equal to 3.65 and 3.14 respectively.
This is possibly a sign that S&M companies have already embarked on a TQM program
for quite some time. Since the basic idea behind continuous improvement is that there’s
always a better way, and never a best way, the opportunity for improvement should be
always available. One observation of the results of this research is that S&M companies
show better performance than large companies on the role of top management
commitment and supplier quality management. However, the difference was not shown
as significant but it may be greater if the sample size was larger. The difference between
the S&M and large sized companies’ mean of TQM elements at the 0.05 significant
level (on the role of top management commitment and supplier quality management)
were 0.060 and 0.055 respectively.

To test for a significant difference in the OP between ISO-9000 certified companies and
non ISO-9000 certified companies, the ordinary comparison t-test was performed. The
results of the third significance test are shown in Table 6.23.
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Table 6.23: Results of improvements in OP ---comparison between ISO-9000
certified against non-ISO 9000 certified.
Improvement In OP

(Fn)

N=1,2,3,………………………….9

With

Without

ISO-9000

ISO-9000

Mean

Mean

p-value

t

Results

Customer satisfaction

( F1)

2.500

2.184

.282

1.087

Not sig.

Employee morale

( F2)

2.733

2.853

.618

- .502

Not sig.

Defects rate

( F3)

2.333

2.975

.056

- 1.950

Not sig.

( F4)

2.066

2.658

.139

- 1.501

Not sig.

(as a % of the production volume)
Production improvement

(as a % of the decrease in the stoppage
rate)
Sales growth

( F5)

2.866

2.804

.890

.138

Not sig.

Export growth

( F6)

1.333

1.073

.030

1.581

sig.

Profit growth

( F7)

2.133

1.926

.527

.636

Not sig.

Production improvement

( F8)

3.000

2.292

.076

1.811

Not sig.

(F9)

2.571

2.631

.827

- .220

Not sig.

( as a % of the increase in the
production capacity)
Overall competitive position

As it is shown in Table 6.23, the mean of each OP improvements is given for both ISO
9000 certified companies and non-ISO 9000 certified companies. The outcomes show
that the TQM influence on OP is superior for those Libyan manufacturing companies
with ISO 9000 only in Export growth. No other statistical significant differences were
found between ISO 9000 certified companies and non-ISO 9000 certified companies in
the OP improvements. The results are, to some extent, in agreement with the results
reported by (Terziovski, Samson et al., 1997) and (Martínez-Costa, Choi et al., 2009).
They found that the superiority of the ISO 9000: 2000 is not visibly marked in
performance and the likely reasons are, firstly, that earlier literature in the field has
revealed that the TQM elements that most influence performance are the “soft
elements”. If the effective ISO 9000 implementation does not influence those elements
significantly, then performance will not improve significantly. Secondly, it is essential
to note that, the data related to the implementation of ISO 9000 (Q9 & Q10) in the
survey questionnaire, could be that collected after a few years of its implementation.
However, information regarding the length of ISO 9000 implementation was not among
161

the listed questions administered in the survey questionnaire. In retrospect, this may be
an important issue to be considered in future work. It was reported that the influence of
ISO 9000 could be recognised in improving OP if companies are motivated to acquire
ISO 9000 by their customers. However, the possible reasons for pursuing ISO 9000
certification were a limitation of this study. if companies are pursuing ISO 9000 as a
result of customers’ demand, a high level of TQM elements should be evident
(Martinez-Costa, Martinez-Lorente et al., 2008). This is in line with the results obtained
in this research. It was shown early that companies certified with ISO 9000 did not
prove to be a high-level TQM implementation nor did they show a significant difference
in implementing any of the six TQM elements when compared with non-ISO certified
companies. For that reason, a longitude study would be required to give a definitive
statement about the influence of ISO 9000 on TQM elements and OP.
6.7 Correlation between variables (TQM elements)
The results of the correlation between the variables are shown in Table 6.24.
Theoretically, correlation is a measure of the relation between two or more variables.
Correlation coefficients can range from -1.00 to +1.00. The value of -1.00 represents a
perfect negative correlation while a value of +1.00 represents a perfect positive
correlation. A positive correlation between two variables means that if the one
increases, the other one increases. On the other hand, a negative correlation means if
one increases, the other one decreases. A value of 0.00 represents a lack of correlation.
Table 6.24: Correlation between variables
TMC
CUSF
PEM
TMC
r 1
.623**
.566**
p
.000
.000
CUSF
r
1
.750**
p
.000
PEM
r
1
p
SUPM
r
p
CONT_IMP r
p
PRO_M
r
p
** Correlation is significant at the 0.01 level (2-tailed)
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SUPM
.453**
.000
.596**
.000
.649**
.000
1

CONT_IMP
.530**
.000
.486**
.000
.695**
.000
.742**
.000
1

PRO_M
.481**
.000
.356**
.007
.548**
.000
.423**
.001
.602**
.000
1

Based on the correlation matrix, the highest correlation between variables is between
customer focus (CUSF) and people management (PEM) (r=.750). This was expected
since a customer-oriented company requires a focus on People Management to both
external and internal customers of the company. The second highest correlation is
between supplier quality management (SUPM) and continuous improvement
(CONT_IMP) (r=.742). This supports the fact that supplier quality management is the
most important factor for CONT_IMP which is, in turn, highly correlated with process
management(r=.602). The final and third highest correlation is between people
management (PEM) and continuous improvement (CONT_IMP) (r=.695). Planning for
CONT_IMP requires a well-disciplined approach for people management. Previous
research supports these results (Hafeez, Malak et al., 2006).

In summary, by looking at the bivariate correlation of the six independent variables,
there is evidently significant multicollinearity. In this research the correlation
coefficients were in the range of 0.35 to 0.75 between six TQM elements. This reflects,
as would be expected, that companies which are advanced in their practices on some
TQM elements tend generally to be more advanced on others. These correlations
between TQM elements are broadly similar to those of Ahire et al (1996) who
established 12 TQM factors that had correlations generally in the range of 0.2 to 0.7
between them and similar as well to Samson and Terziovski (1999), who established six
TQM factors that had correlations generally above 0.2 between them.
6.7.1 The results of correlation analysis
In order to support the hypotheses developed earlier, the correlation analysis was used
for such a purpose. In relation to the effect of the Top Management Commitment
(TMC), the correlation matrix shows that TMC is significantly correlated with People
Management (r= 0.566**, p= 000). This supports hypothesis H1. The correlation matrix
indicates that top management commitment is positively related to supplier quality
management (r = 0.453**, p = .000). The same result is found between people
management and process management (r = 0.548**, p = .000). Therefore, H2 and H3
are supported. **Correlation is significant at 0.01 level (2-tailed). Table 6.25
summarizes the results of the correlation analysis on the hypotheses.
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Table 6.25: Results of correlation analysis
Correlation
Top management commitment is positively related to People
Management

Hypotheses
H1

Results
Accepted

Top management commitment is positively related to Supplier
Quality Management

H2

Accepted

People management is positively correlated with Process
Management.

H3

Accepted

6.7.2 Correlation between variables (TQM elements and OP)
Following to this step, the relationship between the six TQM elements and OP was
examined using Pearson correlation. The Table 6.26 shows the results of this test.
Table 6.26: Correlations between TQM elements and performance: Total sample
F1

F2

TMC

.326*

CUSF

F4

F5

.352** -.159

.230

.365** .259

.255

.282*

-.190

.146

.359** .267* .244

.142

.227

PEM

.349*

.381** -.258

.227

.288*

.245

.195

.288*

.069

SUPM

.253

.109

-.142

-.037

.062

.154

.092

-.021

-.058

.210

-.215

.049

.177

.218

.188

.207

.096

-

.284* .230

.227

.119

.377** .391**

CONT_IMP .303*
PRO_M

.422** .248

F3

F6

F7

F8

.295* .250

F9
.260

.336*
* Correlation is significant at the 0.05 level (two-tailed)
**Correlation is significant at the 0.01 level (two-tailed)
Where F1: customer satisfaction; F2: Employee morale; F3: Defects rate; F4:
Production performance improvement (a% decrease in stoppage rate); F5: Sales growth;
F6: Exports growth; F7: Profits growth; F8: Production performance improvement (a%
increase in production rate) and F9: Overall-competitive position.
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As shown in the above Table 6.26, none of the six TQM elements is significantly
correlated with all operational and financial performance improvements. This is
consistent with the result that different facets of TQM contribute differently in SMEs
and large companies (Sun and Cheng, 2002b). The results also show that top
management commitment, people management, and process management are
significantly correlated with, at least 4 performance improvements. Customer Focus was
significantly correlated with three performance improvements; it is significantly
correlated with employee morale; sales growth, exports growth. People management is
significantly correlated with customer satisfaction, employee morale, production
performance improvement (% increase in production rate), and sales growth. Both
customer focus and people management are significantly correlated to Financial
Improvements (sales growth). It is noteworthy that TQM elements are significantly
correlated with customer satisfaction. Continuous improvement is found to correlate
with customer satisfaction but not with any other performance improvements. Supplier
quality management was not correlated with any performance improvements. However,
this TQM element is significantly correlated with all other TQM elements, which would
have an effect on performance improvements but not in direct relationship. It is
understandable that quality improvements influences a wide area of company’s
performance but only top management commitment and people management influence
both the operational and financial performance. The question is: - what strategies would
best improve performance?

If the operational improvement (OI(s)) is the company’s focus, all performance
improvements were found to be important. They were significant either at the 0.05 or
0.01 level. However, TQM elements vary in terms of their importance to influence the
nine performance improvements. It was observed firstly that process management, as a
TQM element, could be rated as the most important TQM element in relation to
operational performance improvements. Operational performance improvements
included customer satisfaction, production performance improvement (a% decrease in
stoppage rate); production performance improvement (a% increase in production rate)
and overall-competitive position could be explained by process management. The
second most important TQM element was people management. This was a significant
predictive factor that explained variations in three operational performance
improvements. They include customer satisfaction, employee morale, and production
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performance improvement (a% increase in production rate). The third important TQM
element was top management commitment followed by customer focus. The last two
elements only explain performance variations in two OI(s) either in customer
satisfaction and employee morale or in employee morale and exports growth. Supplier
quality management was insignificantly related to all OI(s).

If the financial improvement (FI(s)) is the company’s objective, the two FI(s), including
sales growth and profit growth, were observed to be important. However, only three
TQM elements including top management commitment, customer focus, and people
management have a significant influence on financial performance. Top management
commitment emerges to be the most important TQM element in relation to FI(s). Top
management commitment was found to be a significant predictive factor for sales
growth and profit growth at the 0.01 and 0.05 level respectively. Customer focus was
found to be a significant predictive factor for the sales growth at the 0.01 level while
people management was found to be a significant predictive factor for the sales growth
at the 0.05 level. However, TQM elements including supplier quality management,
continuous improvement; and process management were insignificantly related to
financial performance improvements.

6.8 Regression analysis
This study also explains how the six TQM elements relate to both operational and
financial performance. For this purpose, the stepwise regression summarized in Table
6.27(a, b, c) defines or explains the dependent variables in terms of the independent
variables (six TQM elements). It should be noticed that only the statistically significant
variables at a level of significance less than 0.05 are reported. It was further noticed that
every single dependent variable, was either categorized under operational or financial
performance, and was statistically predicted by one of the six TQM elements.
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Table 6.27(a, b, c): Results of the stepwise regression analysis (TQM and OP)

Table 6.27a
Stepwise regression
procedure

Intercept
Regression component
(parameter estimate)
R
R Square
F ratio
Sing.(p value)

Dependent variables
Operating performance
Customer
Employee
satisfaction
Morale
.134
PRO_M(.608)

1.346
PEM (.445)

Overallcompetitive
position
.774
PRO_M (.524)

.422
.178
10.809
(.002)

.381
.145
9.152
(.004)

.391
.153
9.012
(.004)

Defects Rate
%
4.851
PRO_M(-.583)

Decrease in
stoppage Rate
%
(.458)
PRO_M(.581)

.336
.113
6.893
(.011)

.284
.081
4.743
(.034)

Table 6.27b
Stepwise regression procedure

Intercept
Regression component
(parameter estimate)
R
R Square
F ratio
Sing.(p value)

Dependent variables
Operating performance (cont.)
% increase in Production capacity
-.225
PRO_M (.771)

(Exports growth %)
.674
CUSF(.132)

.377
.142
8.934
(.004)

.267
.071
4.133
(.047)

Dependent variables
Financial Performance
Sales growth %
-.224
TMC(.815)

Profit growth %
.190
TMC(.479)

.365
.134
8.325
(.006)

.295
.087
5.134
(.027)

Table 6.27c
Stepwise regression procedure

Intercept
Regression component
(parameter estimate)
R
R Square
F ratio
Sing.(p value)

* “Defects rate” was negatively associated with “Process management” because it was negatively loaded
(in reverse order).
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The R squares resulted from the stepwise regression analysis were low, except for the
customer satisfaction (R Square = 0.178, F ratio 10.80) and over-all competitive
position (R Square = 0.153,

F ratio 9.01). Five of 9 regressions are significant at p <

0.01, four at p <0.05. Each regression is a test of a separate model. Achieving high
levels of customer satisfaction was found very important to a business because satisfied
customers are most likely to be loyal and to make repeat orders and to use a wide range
of services offered by a business. It appears as an important dependent variable as it is
significantly (p <.01) correlated with process management (PRO_M), with an R Square
of 0.178. One of the six TQM elements included in this study deserves attention: the
process management (PRO_M). Five dependent variables including customer
satisfaction, overall competitive position, defects rate, production improvement (as % of
the decrease in stoppage rate), and production improvement (as % of the increase in
production capacity) are explained by process management (PRO_M) with R Squares of
0.178, 0.153, 0.113, 0.081, and 0.142 respectively.

It is remarkable that both sales growth and profit growth can be predicted by the role of
Top Management Commitment (TMC) at the p < 0.01 level, and the p < 0.05 level
respectively. It was also noticed that employee morale can be explained by a TQM
element: People Management (PEM) at the p < 0.01 level. It is also noteworthy that
each performance measure either categorized under the operational or the financial
performance was only explained (or predicted) by one TQM element. However, the
weakest quality relationship is the one between Exports growth and Customer
satisfaction (CUSF). In addition, the four TQM elements that have contributed
significantly to both the operational and the financial performance are: - Top
Management Commitment, People Management, Customer Focus, and Process
Management. The other two TQM elements including Supplier Quality Management,
and Continuous Improvement were not statistically significant predictors of operational
and financial performance.

6.9 Quality indicators compared with other studies.
Adam, E.E. (1994) had found that for all measures of a company’s quality performance
(as measured by eight measures which included two measured employed in this study
(average % items defective, and customer satisfaction) only the average percent of
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defective items was insignificantly related to quality improvement approaches. In the
same study it was found that both net profit as a % of sales and sales growth (average
three years) were not significantly related to quality improvement approaches.
Terziovski & Samson (1999c) reported that three of the TQM elements including
leadership, people management, and customer focus had a significant positive effect on
OP (as measured by customer satisfaction, employee morale, defects as % of production
volume, productivity, warranty claims cost as a % of total sales, cost of quality as a %
of total sales, and delivery in full on time).

In this current study, all dependent variables (both operational and financial measurers)
can be predicated by at least one of the six investigating TQM elements. Defects rate as
a % of the production volume was significantly related to the “process management” at
the p < 0.05 level. It was also found that both financial performance measures including
net profit as a % of sales and sales growth (average two years) were significantly related
to two element of TQM: Top Management Commitment at the p < 0.01. In contrast with
the study conducted by (Samson and Terziovski, 1999c), Top Management
Commitment had no significant positive effect on operational performance. However,
the role of Top Management Commitment emerges as an important performance
predictor for financial performance at the p < 0.01 and at p<0.05 level. On the other
hand, other TQM elements including “Process Management”, “People Management”,
and “Customer Focus” did have a significant positive effect on operational performance.
6.10 Variance explained by TQM elements
In this study, there was a good deal of variance in performance not explained by our
TQM elements. It should be considered that the values of (R square) vary noticeably
throughout the results. These values are higher for the continuous, ordinal scaled
operational and financial data (0.07 to 0.14) than the respondent opinion data (0.14 to
0.17). The respondent opinion data is related to three performance measurements
customer satisfaction, employee morale, and overall competitive position. The
continuous, ordinal scaled operational and financial data is related to the rest of
performance measurements employed in this study

(6 measures). The previous

outcome is commonly supported by the management literature which reveals that (R
square), the explained variance, is commonly much higher for attitude or opinion
measures than for more detailed operational and financial performance.
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The low proportion of variance explained either at the p < 0.05 or <0.01 can be
attributed to the following reasons. First, since our study is a cross-sectional study at a
point in time, the values of R square are usually much lower compared to many
continuous regressions reported in research in economics and financial and
production/operations. The considerable unexplained variance in both operational and
financial performance would be explained by other several factors such as scale, and
organizational structure and operational focus. However, the obtained results do not
necessarily indicate failure in TQM implementation. If there is a general failure, it is not
massive in the content of TQM and its related elements but in the way these focused
TQM elements were effectively implemented. The cross-sectional nature of our study is
its major limitation. The potential effect of time of TQM adoption on perceived
performance improvement was raised by several authors, among them, Powell (1995); a
TQM program should be allowed sufficient time to be adopted. This study did not
consider the gap that emerges between the time that new quality practices are
introduced and performance improvements are monitored. It is believed that this
contributes to lower obtained values of R squared and these values would be higher if
such gaps could be properly considered.
6.11 Concluding remarks
Through comprehensive survey responses, the 56 participating companies were
categorized into two groups: high-TQM and Low-TQM implementation. Approximately
45% were high-TQM companies. 50 % were companies with high-level of continuous
improvement. Over 44% were companies with a high-level of customer focus and
people management. Also, 41 % were companies with a high-level of top management
commitment. About 38 % were companies with high-level of process management.
Whereas 34 % were companies with high-level of supplier quality management.

Approximately 9% of the 56 participating companies showed a high-level of each TQM
element, and 14% showed a low-level of each TQM element. The majority (68%) of the
companies with a high-level of TQM were those without ISO 9000 certification, and
were S&M sized (84%), mainly from the Food, Chemical, and Mineral Industries.
whereas 72% of the low-level TQM companies were those without ISO 9000
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certification, and S&M sized (more than 50%) predominately from the Food, Chemical,
and Textile and Furniture Industries.

In this study, the six TQM principles including the role of top management
commitment, customer focus, people management, supplier quality management,
continuous improvement and process management utilized to conceptualizing TQM
philosophy to management. Employing these TQM principles, a 50-item questionnaire
was developed and administered to create a self assessment measure of TQM principles.
The reliability and validity of the instrument were evaluated. The findings of this study
indicate that the TQM program, based on the empirical investigation of six TQM
elements, is a valid and reliable instrument to be used in research and practice to
determine the extent of TQM implementation and its impact on the OP for S&M sized
as well as large companies.

From the findings presented and discussed, the extent of TQM implementation among
Libyan manufacturing companies has been determined. While some of these findings
may not be directly comparable, they have unquestionably provided several indications
on the progress for Libyan manufacturing companies towards performance excellence.
The study has also indicated and identified essential issues for companies to consider,
particularly in areas found to be lacking in implementation. The study further examined
the effects of two contextual factors: one is an institutional factor (ISO-9000
certification) and the other is a contingency factor (company size), on the
implementation of TQM elements. The findings showed that the implementation of all
TQM elements is similar across subgroups of companies within each contextual factor.
Therefore, the two contextual factors examined, the overall results do not give support
for the argument that TQM is context-dependent.

Having examined the extent of TQM implementation as well as the influence of the
contextual factors, the study further attempted to investigate the relationship between
TQM elements and Organizational Performance. OP measures included both subjective
and objective data. They are nine measures: six measures to evaluate the company’s
operational performances and two to evaluate the company’s financial performance.
The results showed that none of the six TQM elements was significantly correlated with
all operational and financial performance improvements. TQM elements included top
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management commitment, people management, and process management were the most
effective elements as they were correlated with, at least 4 performance improvements.
The other TQM element, customer focus, comes next as it was significantly correlated
with three performance improvements. It is noteworthy that four out of the six TQM
elements were significantly correlated with customer satisfaction. However, the TQM
element, supplier quality management, was not correlated with any performance
improvements. It was also found that quality improvement influences a wide area of a
company’s performance but only top management commitment influences both the
operational and financial performance.

In this study, there was a good deal of variance in performance not explained by our
TQM elements. It should be considered that the values of (R square) vary noticeably
throughout the results. These values are higher for the continuous, ordinal scaled
operational and financial data (0.09 to 0.15) than the respondent opinion data (0.14 to
0.17). However, the obtained results do not necessarily indicate failure in TQM
implementation. If there is a general failure, it is not massive in the content of TQM and
its related elements but in the way these focused TQM elements were effectively
implemented.

The study investigated the impact of TQM elements on OP in the Libyan manufacturing
companies with and without ISO-900 certification. Except for “exports growth”, the
results showed that there was no significant difference between the impacts of TQM
elements on OP for companies with and without ISO-9000 certification. OP in terms of
exports growth had a higher mean score for companies with ISO-9000 certification,
compared to companies without ISO-9000 certification. Based on the author’s
observation, participants in this study believe that the implementation of a TQM
program would result in a better quality of life for customers at lower expenses and may
facilitate to improve Libya’s share in the local market by substituting the demand for
imported products as well as increasing Libya’s competitiveness and share in the export
market, which may require this type of quality assurance.
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Chapter 7: Conclusions and implications
7.1. Conclusions:
7.1.1 General summary of the study
This study focused principally on the implementation of TQM in the Libyan industrial
sector which plays a critical role in the process of Libyan economic and social
development. However, to compete successfully in a world market, this sector needs to
pursue the example of successful organisations world-wide and improve its OP. TQM
implementation in Libyan industrial sector has been shown to be essential for its
survival and growth.

Focusing on six sub-industries; Food, Mineral, Electronics & Engineering, Chemical,
Textile & Furniture, and Cement & Building Materials industries, 56 Libyan
manufacturing companies responded to the mail questionnaire. The questionnaire was
divided into three sections: section 1: provided the demographic information of
Companies, section 2: evaluated the extent of TQM practices, section 3: evaluated the
Company’s Performance. In this study, six elements of TQM were indentified from the
literature and examined; they are: Top Management Commitment; Customer Focus;
Supplier Quality Management; People Management; Continuous Improvement; and
Process Management.
The following sections will discuss the conclusions and implications of the research. It
includes the study’s contribution to the literature, limitations of the study, and some
recommendations for the future research. Through comprehensive survey responses, the
56 participating companies were classified into two categories: high-level and low level
TQM implementation.
•

Approximately 45% were high-TQM companies. 50 % were companies with a
high-level of continuous improvement;

•

Over 44% were companies with a high-level of customer focus and people
management;

•

41 % were companies with a high-level of top management commitment;

•

About 38 % were companies with high-level of process management; and
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•

34 % were companies with high-level of supplier quality management.

•

Approximately 9% of the 56 participating companies showed a high-level of
each TQM element;

•

14% showed a low-level of each TQM element.

•

The majority (68%) of the companies with a high-level of TQM were those
without ISO 9000 certification, and were S&M sized (84%), mainly from the
Food, Chemical, and Mineral Industries;

•

72% of the low-level TQM companies were those without ISO 9000
certification, and S&M sized (more than 50%) predominately from the Food,
Chemical, and Textile and Furniture Industries.

7.1.2 Hypothesis Testing:
• The correlations among the six investigated TQM elements were evident. The
role of top management commitment is of critical importance in the success of
TQM implementation. Therefore, it was found that top management is positively
associated with/or related to people Management (Hypothesis 1) and supplier
quality management (Hypothesis 2). It was found that the top management
commitment is not only strongly correlated with employees and suppliers but it was
also strongly associated with customer focus. This indicates that top management
operates as a driving force for the implementation of TQM. Although it was not
hypothesised in this study, it was proven that top management commitment is
strongly correlated with other TQM elements. This study confirms that that the
former played a fundamental role in driving other TQM elements.
•

The questionnaire revealed that there a strong positive correlation between
people management and process management. Accordingly, it was found that
people management is positively correlated with process management
(Hypothesis 3).

•

In general, it was concluded that the correlations among the six investigated
TQM elements were positive and significant. This is a sign of the extent to
which those elements support one another in the TQM effort. Such positive and
statistically strong correlations among TQM elements highlight the synergy
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experienced by Libyan companies during the implementation of the different
practices that were critical to the TQM elements.
•

The present study has investigated whether the level of TQM implementation is
influenced by contextual factors including company size and ISO 9000
certification. It was found that TQM elements are not different across ISOcertified and non-ISO certified companies (Hypothesis 4). It was also found
that there is no significant difference between S&M sized companies (on
each of the TQM elements) and those of large companies (Hypothesis 5).

• This study has also investigated whether the relationship between TQM
implementation and OP is influenced by the contextual factor “ISO 9000
certification”. Accordingly, it was found that The TQM influence on OP is
superior for those Libyan manufacturing companies with ISO 9000 only in
Export growth (Hypothesis 6). Following the investigation of the relationships
among TQM elements, the relations between TQM elements and OP was
examined and the obtained conclusions are provided in following sections:
7.1.3 Correlation analysis
The results of the correlation analysis provided convincing evidence that the role of Top
Management Commitment (TMC) was significantly correlated with Organizational
Performance (OP) in (both operational and financial performance improvements). It was
also significantly correlated with all other investigated TQM elements including
Customer Focus, People Management, Supplier Quality Management, Continuous
Improvement and Process Management. This indicated that Top Management
Commitment is statistically and theoretically a critical success factor for TQM
implementation and is the key to Continuous Improvement.

This outcome was consistent with the relevant literature that revealed a strong
consensus that Top Management Commitment is essential for successful TQM
implementation (Soltani, 2005). However, correlations between Top Management
Commitment and each of the following measures: defects rate; production performance
improvement (a% decrease in stoppage rate); Production Performance Improvement
(a% increase in production rate); overall-competitive position, and Export Growth were
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not proven to be statistically significant. Although Top Management Commitment was
not significantly correlated with these first four performance improvements, it was
directly and significantly correlated with Process Management which was significantly
correlated with all of those four performance improvements. Top Management
Commitment was also found to be not significantly correlated with Export Growth but it
was directly and significantly correlated with Customer Focus Process which was
significantly correlated with Export Growth.
7.1.4 Regression analysis
The results from the correlation analysis (Table 6.26) show that none of the six TQM
elements was significantly correlated with all operational and financial performance
improvements, except for Supplier Quality Management; each TQM element was
significantly correlated with at least one of the 9 performance improvements employed
in this study. There was no significant correlation between Supplier Quality
Management and any of the performance improvements. The results also showed that
Process Management emerged as the most important TQM element, as it was
significantly correlated with 5 performance improvements: - Customer satisfaction;
Defects rate; Production performance improvement (a% decrease in stoppage rate);
Production performance improvement (a% increase in production rate), and Overallcompetitive position. Top Management Commitment emerged as the second most
important TQM element as it was significantly correlated with four performance
improvements: - Customer satisfaction; Employee morale; Sales growth, and Profits
growth. Both People Management and Customer Focus were equal in terms of their
impact on performance improvements because TQM elements were significantly
correlated with at least three performance improvements. The first element was
significantly correlated with Customer satisfaction; Employee morale, and Production
performance improvement (a% increase in production rate) whereas the second element
was significantly correlated with Employee morale; Sales growth; and Export growth.
Continuous Improvement was significantly correlated with only one performance
improvement, namely, Customer Satisfaction. However, the results from the stepwise
regression analysis indicated that there were only four TQM elements that contributed
significantly to both the operational and the financial performance: the role of Top
Management Commitment; Customer focus; People Management, and Process
Management. The other two TQM elements including Continuous Improvement, and
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Supplier quality management were not statistically significant predictors of
Organizational Performance.

It is noteworthy that each performance measure either categorized under the operational
or the financial performance was only explained (or predicted) by one TQM element. It
could be concluded that Top Management Commitment; Customer Focus; People
Management, and Process Management are significant predictors of the operational
performance improvements whereas Top Management Commitment was shown to be
the only significant predictor of the Financial Performance Improvement (sales growth
& profit growth). Six of the 9 regressions are significant at p < 0.01 and three at p
=<0.05. Each regression is a test of a separate model. This indicates that operational
improvements including Customer Satisfaction; Employee Morale; Overall Competitive
Position; Exports; Production Performance Improvement (a% increase in production
rate), and Defects Rate are achieved by Top Management Commitment (TMC);
Customer Focus (CUSF); People Management (PEM), and Process Management
(PRO_M) whereas financial improvements including Sales Growth and Profit Growth
are achieved by Top Management Commitment.
In this study, there was a considerable amount of variance in Organizational
Performance not explained by the six investigating TQM elements. It should be noted
that the values of (R square) clearly vary throughout the results. These values were
higher for the continuous, ordinal scaled operational and financial data (0.09 to 0.15)
than the respondent opinion data (0.14 to 0.17) which was related to three performance
measurements Customer Satisfaction, Employee Morale, and Overall Competitive
Position. The continuous, ordinal scaled operational and financial data was related to the
rest of the performance measurements employed in this study (6 measures). The
previous finding is strongly supported by the management literature which reveals that
(R square), the explained variance, was commonly much higher for attitude or opinion
measures than for more detailed operational and financial performance.
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7.2 Implications:
7.2.1 Implications-TQM
The study has a considerable implication for the devolvement of a framework to assist
in the implementation of TQM in Libyan industries. The effectiveness of the proposed
TQM theoretical framework developed from the literature was empirically examined
using suitable methodology. The outcomes are believed to provide a significant
contribution in terms of generating knowledge and recognising TQM values. One of the
key implications of this study is summarised in recognising six critical elements of
TQM that are utilised to distinguish between high and low TQM companies. These
elements are:
•

Top management Commitment

•

Customer Focus

•

Supplier Quality Management

•

People Management

•

Continuous Improvement

•

Process Management

7.2.2 Implications- the relationship between TQM and OP
The empirical evidence, in this study, illustrated the impact of TQM on OP. The results
indicated that each TQM element was significantly correlated with at least one of the 9
performance improvements employed in this study. It is, therefore, understandable for
managers that the practical implementation of TQM practices resulted in an
improvement in OP. the results of stepwise regression show that a positive relationship
between TQM elements and OP measures is evident. Based on company category (highTQM and low-TQM companies), the mediating influence of ISO-9000 certification on
each category was examined and the results indicated that there were only three
performance improvements, out of the nine performance improvement measures
employed in this study, namely Exports Growth; Defects Rate, and Production
Improvement (as a % of the increase in the production capacity) showed significant
differences between the impacts of TQM elements on organisational performance for
companies with and without ISO-9000 certification. Findings suggest that the
implementation of ISO 9000 can be a step toward TQM not an end in itself. The
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implication is that ISO 9000 standards & TQM must be completely and systematically
implemented and integrated which in return should lead to improve OP.
The results indicate that while none of the six TQM elements was significantly
correlated with all operational and financial performance improvements, three TQM
elements are more directly correlated with at least 4 performance improvements. The
implication is that companies should concentrate on those TQM elements including top
management commitment, people management, and process management. Another
message to be considered here is that focusing on other TQM elements including
customer focus, and continuous improvement results in performance improvements, but
with a less direct relationship with areas of performance improvements specified in this
study. However, the TQM element, supplier quality management, was not directly
correlated with any performance improvements. It was also found that quality
improvement influences a wide area of company’s performance but only top
management commitment influences both the operational and financial performance.
This outcome confirms the critical role that top management play towards the success of
TQM implementation. The study has valuable implications for Libyan government to
motivate companies to embark on TQM program and improve their OP which, in turn,
enhance the Libyan economy. More importantly, these findings and implications should
be applicable to other developing economies.

7.3 Contributions
In this study a comprehensive list of practices was developed to investigate the extent of
each TQM element. Earlier studies conducted attempting to link TQM implementation
with OP have been restricted in scope and often associated with methodological
limitations or inaccuracies. This may be because of the majority of previous studies on
TQM have been theoretical and merely provided empirical evidence in their
conclusions. Those studies, that provided empirical evidence, employed descriptive
statistics methods, e.g. frequencies, for data analysis, but merely those studies that used
inferential statistics. The present study contributes to the growing body of literature
concerning TQM implementation and its impact on OP and attempts to satisfy the clear
need for an empirical study that investigates accepted TQM elements as well as their
impacts on OP by employing suitable statistical methods.
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The present study investigated the relationship between all accepted TQM elements and
OP in Libyan manufacturing companies. Data collected was analysed used both
frequency & means (descriptive statistics) and t-test, and stepwise regression analysis
(inferential statistics). The study contributed to the literature by proposing a TQM
framework. The framework demonstrated the links between all accepted TQM elements
and OP. Analysis of the detailed survey responses classified the participating companies
into two categories: high and low degree of TQM implementation. The study also
contributes by examining the impact of two contextual factors (ISO 9000 Certification
& Company size) on TQM implementation, and the impact of ISO 9000 Certification on
OP.

This

study

also

contributes

to

addressing

very

helpful

implications

and

recommendations for Libyan companies to accurately implement TQM practices and
advance their OP. The implications of the study may also be useful for the Libyan
government in its attempt to motivate and support companies to adopt TQM program
and improve their OP, which in turn, boost and support the Libyan economy. These
implications may also be helpful for other governments in developing countries.

7.4 Limitations of the study
The survey methods employed in this research had some limitations. The validity and
reliability assessment and analysis performed were based on 56 companies only. While
comparable with some other studies (Powell, 1995; Rahman, 2000), the sample
proportion used in this study was deemed larger. However, the sample size (N=56) was
a barrier that made it difficult for the author to perform more sophisticated analysis on
data collected. It is recommended that future research be undertaken with a larger
sample size which may be possible with the continuing growth in Libya. This survey
was conducted during the second and third quarters of 2009 and because the data in this
cross-sectional snapshot analysis were collected at a single point in time, the findings
must be considered with caution in drawing any definite conclusions about changes over
time. A longitudinal study would be essential to overcome this limitation. This study did
not consider the effect of industry type on organisational performance and further
research would be required for this. Finally, the focus of this research is on
180

manufacturing companies listed by the Information & Industrial Documentation Centre.
These participating manufacturing companies are of great importance to the Libyan
economy in general, and to the Libyan industrial sector in particular, but wider research
is required to investigate TQM implementation across service companies as well as
private manufacturing companies.
•

Recognising the impact of ISO 9000 is shown as limited since only small
information, concerning the implementation of ISO 9000 was collected.
Additional information would be helpful in explaining the impact of ISO 9000
on both TQM implementation and OP. Information for future research would
include the length of time or level of commitment to both TQM and ISO 9000.

•

The effect of the new version ISO 9000: 2008 was not considered for the timing
of the survey, 2009, was close to the launch of the above version, so, it was
believed that its implementation has not yet reached a mature level.

•

The current study considered a limited number of key performance indicators.
Therefore, it will be worthwhile to investigate the impact of the investigated
TQM elements on other possible measures of OP.

7.5 Future research
It is recommended that the same study be performed with a larger sample size at a
future date. Limitations relating to the small sample mean that some of the variabilities
may not be significant. A larger sample would enable the researcher to employ some
statistical tests which are inherently more powerful than those used in the present study
e.g. path analysis and structural equation modelling. It was not possible to employ such
techniques here because of the small sample size. As Supplier Quality Management is
one of the main investigating TQM elements, it did not appear as a significant
predictive in explaining variations in OP improvements. In examining the awareness of
managers in the manufacturing industry concerning Supplier Quality Management, a
qualitative study (e.g. interview-based) is recommended. This research did not take into
account other factors that affect the implementation of TQM (e.g. the type of industry,
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time of implementation). It is, therefore, recommended that future research incorporates
these factors when investigating TQM implementation and its impact on OP.
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Appendix C-1: Companies Category According to Top Management Commitment (TMC)
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Appendix C-2: Companies Category According to Each Element of TQM
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